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ABSTRACT 
---------------------------------------------------------------------- 
 
 
 
Schools are directly placed under the care of the school governing 
bodies and school management teams that manage their day-to-day 
activities. These school management teams are expected to transform 
their schools into functioning and effective schools. The sad reality though, 
is that they are confronted with a huge task of improving cooperation 
between themselves in order to realise their dream of achieving their 
shared organizational goals.   
 
This interpretive study explores members of the management staff’s 
subjective experiences and their social world, to provide meaning and 
understanding of the levels of cooperation among them, and how this 
can be improved.  
 
The main outcomes of the study include:  
 
o Promoting conditions that are favourable to the establishment of 
collaborative practices between members of the management 
teams. 
o Fostering cooperation to ensure the development of sustainable 
capacity and increased energy to solve problems and transform  
their schools. 
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---------------------------------------------------------------------- 
INTRODUCTION 
---------------------------------------------------------------------- 
 
1.1 BACKGROUND 
There are so many schools under the nine provincial departments of 
education in South Africa. Each school is directly placed under the 
care of the School Governing Body (SGB), and the School 
Management Team (SMT) which manage its day-to-day activities. The 
School Management Team is expected to transform the school into a 
functioning and effective school, and render good service to the 
community.  
 
My involvement in the School Management Team as a principal at 
Imvumelwano Primary (one of the two primary schools in 
Wallacedene), and my engagement with leadership and 
management studies, have empowered me. I have realized that, if 
members of the Senior Management Teams function as members of 
groups, and are ‘hired hands’ who work independently, and are only 
together for administration, our schools will struggle to attain the goals 
which constitute the primary reasons for their existence (Page, 1994:10).  
 
Moreover, members of the management are not called Senior 
Management Teams for nothing. A ‘Team’ is suppose to be an 
interdependent collective working cooperatively and systemically 
towards achieving their shared or organizational goals. 
 
In both primary schools (in Wallacedene), there is a very deep 
absence of authentic relationships, which bring about cooperation, 
interdependence, trust, warmth and honesty.  
 
Like Sterling and Davidoff (2000:11), I believe that members of the 
Senior Management Teams and other teachers should be empowered 
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to the level where they can use their energy to make a difference to 
solve problems and transform their schools. 
 
We have attended so many theoretical Senior Management Team 
workshops and information sessions that sounded so glorious and true 
to our situations. All these sessions stressed the importance of 
cooperation and interdependence, as Eyre (1982:100), Mbigi(1992:22), 
Truter (1989) and Dayani (1996) confirm. It became so evident that 
many of those workshops and information sessions were only general, 
and not really deep or specific enough to tap on the underlying factors 
at the specific schools, such as: 
 
? current levels of cooperation 
? factors influencing cooperation and 
? ways to encourage cooperation. 
 
At least, the departmental workshops served to remind members of the 
management of the need to function as teams under the spirit of 
cooperation. Fullan (1993:23) says: “New ideas of any worth to be 
effective, require an in-depth understanding and the development of 
skill and commitment to make them work”. Even as a principal I cannot 
force members of the management into change. Change should not 
be mandated (Fullan, 1993:22), people should freely participate in the 
processes. I realised that I had to engage members of the Senior 
Management Teams in a participative and open process which can 
really take them closer to reality, whilst honestly re-viewing their 
situation and understanding the conditions under which they operate.  
 
 A way had to be found, to bridge the gap between theory and 
practice. This whole theory, ideas, talking, views, discussions or 
arguments had to be transformed into reality. The focus had to be on 
our day-to-day realities, and not merely on what authors and writers 
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say. Solutions had to be genuinely tailored for our own problems within 
a clear and specific context. 
 
1.2 CONTEXT 
 
In dealing with my research study, I had to view the personal, school 
and professional contexts in a serious light. 
 
1.2.1 PERSONAL CONTEXT 
 
Even though the attainment of cooperation between members of the 
management teams of the primary schools in Wallacedene is not really 
a personal or an individual call, I personally believed that, in order for 
the two schools to succeed in such a competitive environment, I need 
to direct the management teams of the two schools so that, as teams, 
they could achieve their organizational goals.  
 
These members of the management need to be inspired and 
empowered to think for themselves and forge ‘strategic alliances’ 
(Moloi, 2005:79). I found that, as principal, I had to initiate a search for 
new information within a dialogical framework, where I guided 
members of the management to discover their own directions, 
problems and solutions. I also needed to nurture the preferred levels of 
interaction. 
  
1.2.2 SCHOOL CONTEXT 
 
The two Wallacedene primary schools where this study was 
conducted, are under Circuit 2 of the Metropole East - Educational 
Management and Development Centre (EMDC) in the Western Cape 
Education Department. These schools are clustered with a wide range 
of moving and effective historically ‘white and coloured’ schools in the 
area. 
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 I always believed that, instead of lamenting and blaming everything 
on apartheid, we had to redesign the culture of our schools and 
thoroughly work on the underlying causes of our problems. The schools 
needed to clearly determine where they were, why they were there, 
and how they could move out of that situation (lack of cooperation 
between members of the management). This introspection or joint 
reflection will parallel ‘double loop’ learning (McFarlane, 2000:125).  
 
1.2.3 PROFESSIONAL CONTEXT 
 
My close involvement and interaction with the members of the 
management staff of primary schools in Wallacedene in my capacity 
as a principal, trained facilitator of workshops and training sessions, and 
a cluster secretary, has opened my eyes to the reality of the 
inadequacy of cooperation between members of the management 
staff of the two primary schools which are the focus of this study.  
 
 I have very often noticed the absence of the ‘norms of collaboration’ 
(Costa and Liebman, 1997) and the distortion of teamship, 
interpersonal development, interdependence and mutual support. As 
a result, members of the management teams of primary schools in 
Wallacedene, are missing out on one of the hallmarks of a 
collaborative model, which is the assembling of members in an 
atmosphere of mutual respect and equality (Kempwirth, 2003: 8).     
 
 1.3 JUSTIFICATION FOR THE RESEARCH: 
 
Members of the management teams are entrusted with a very huge 
task of particularly leading and providing direction to teachers who are 
also tasked with the responsibility of guiding and moulding learners into  
responsible adulthood. Administration, discipline, staff relations, low 
morale, curriculum, attitude, change, non-availability or scarcity of 
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resources, infrastructural needs, class sizes, budgetary constraints, skills 
shortage, expectations and lack of, or non-dissemination of information 
are some of the key elements that members of the management staff 
cannot succeed without emphatically working on. Ways and means of 
finding solution to these problems and challenges need to be carefully 
planned.  
 
 Even though I completely agree with Lock (2001:31) in saying that, 
every organization has its own ideas about how to organize itself and its 
work, I firmly believe that the entire school management staff has the 
responsibility to help create a school capable of ‘self-renewing and 
improvement’ (Fullan, 1993:39). This will never be possible in the 
absence of collaboration.  
 
Costa and Liebman (1997:117) maintain:  
 
“Increasingly, self-renewing schools are collaborative places in 
which adults  care about one another, share common goals and 
values, and have the skills and knowledge to plan together, and 
fight passionately but gracefully for ideas to improve the 
practice”.  
 
Members of the management staff can just not sit back and do 
nothing. My experience as a teacher, deputy principal, and now 
principal, have taught me that when members of the management 
honour and fight for the spirit of collaboration and co-operation, they 
inspire high levels of commitment and capacity at the school. I also 
believe that, if this can be the situation at our school, the school will 
have increased student academic growth, improved organizational 
capacity, justified courses of action and efficient completion of tasks.   
 
Members of the management and teachers of the two schools have 
all the answers as to how co-operation can be encouraged in them.  
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They possess all the knowledge and skills needed to solve their 
problems. Fullan (1993:40) says: “It is only by individuals taking actions 
to alter their environments that there is any chance for ‘deep change’ 
(bifurcation)”.  
 
Members of the management are very capable of engaging in a 
continuous search for new information and experimentation 
(McFarlane, 2000:127). In their quest for answers to problems 
confronting them, they should also embark in a dialogue and develop 
independence. They should fancy their creativity and pose serious 
challenges to the status quo. Hence, McFarlane (2000:126) also argues 
that learning leads to change. In this case, I firmly believe that learning 
will result in the development of cooperation.  
 
 1.4 PURPOSE OF THE RESEARCH:  
 
Knowledge that comes as a result of research findings is usually 
representative, valid and reliable. Research is an amazing tool. The 
core step in trying to solve a problem (lack of co-operation) is 
identifying and analyzing it. This research was meant to expose the 
roots and consequences of the problem, and also to identify possible  
solutions. 
 
The purpose of this study was to unearth and uncover the reality about 
why cooperation between members of the management is important; 
what are the factors blocking it; and how it can be improved. 
Changing the conditions between members of the management for 
the better, is viewed as key to ensuring positive intentionality and 
productivity.  
 
This research study was also a way of deepening the level of discourse, 
and re-orientating members of the management of primary schools in 
Wallacedene towards ‘double-loop learning’ (McFarlane, 2000:131). It 
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encouraged, amongst them, the need for a continuous search for new 
information, especially on how to encourage cooperation between 
members of the management. The search allowed members of the 
management to focus on developmental issues and engage in 
activities aimed at bringing about positive change in the school culture 
and practice.      
 
 An awareness of the importance of maximizing and promoting 
cooperation between, not only members of the management, but 
every individual teacher in the Wallacedene primary schools was 
deeply emphasized.  
 
This study was a way of proving that, in order for a school to attain the 
goals which constitute the primary reasons for its existence, the 
management should recognize that co-operation is a continuing and 
a very crucial requirement, which they should always seek to attain. 
 
Research which widens participation, also allows the affected 
members of the management to be active agents in determining their 
own destiny. 
 
1.5 STATEMENT OF  RESEARCH PROBLEM OR QUESTION: 
 
1.5.1 RESEARCH QUESTION: 
 
How can cooperation among members of the management staff of 
the primary schools in Wallacedene be improved? 
 
I also pursued three sub-questions.    
 
1.5.2 SUB-QUESTIONS: 
 
3.2.1 Why is cooperation important? 
3.2.2 What are the factors blocking cooperation? 
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3.2.3 How can cooperation between members of the management     
          staff be improved? 
 
1.6 DEMARCATION OF STUDY 
 
Besides the Circuit Manager from Circuit No. 2 of Metropole East, the 
study was conducted with the following respondents: One Principal 
from Enkululekweni Primary school; 3 Deputy Principals: 2 from 
Imvumelwano Primary and 1 from Enkululekweni Primary; 4 Heads of 
Department: 2 from Imvumelwano Primary and 2 from Enkululekweni 
Primary; and 4 teachers: 2 from Imvumelwano Primary and 2 from 
Enkululekweni Primary. These respondents are directly affected by the 
current levels of cooperation at the two primary schools.  
 
1.7 DEFINITION OF TERMS 
 
 
TERM 
 
 
DEFINITION 
 
SGB (School Governing Body) 
 
This is a democratically elected body of 
parents that is responsible for the governance 
of the school. 
 
SMT (School Management Team) 
 
This is a team of educators from post level 2 to 
4 who deal with the professional management 
and day-to-day administration of the school. 
 
‘hired hands’ 
 
 
This refers to people in a workplace, who are 
not willing to go beyond the call of duty.  
 
Cooperation 
 
 
This simply an act of working together, 
interacting and sharing with others. 
Treatise 
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 Strategic alliances 
 
 
This refers to people who work together in 
teams to attain certain goals.  
 
Bifurcation 
 
 
This implies thinking deep about issues. 
 
 
EMDC (Educational Management 
and Development Centre)  
 
As the name suggests, these are decentralized 
management centres of the department of 
education, developed to support schools. Each 
centre supports a certain number of schools in 
a certain geographical area. 
 
 
Systems thinking 
This is Peter Senge’s way of thinking, which is all 
about having people thinking about 
themselves as parts of a whole. Each person 
should see a team they belong to, as bigger 
than all of them, individually. 
 
Constructivist approach 
This is a leadership approach that encourages 
dialogue, respect, trust, mutual support, 
honesty, and motivates people to carry their 
tasks willingly. 
 
Melting pot 
This refers to a situation where people combine 
and process all their thoughts, plans, skills, and 
efforts to produce effectiveness (Cross, 1992:. 
 
Dialectical discourse 
This refers to a type of conversation that is 
characterized by the need to win. 
 
Dialogical discourse 
This is a two-way conversation where nobody is 
aiming at winning or imposing his views upon 
the other.  
 
Reciprocal conversation 
This is a two- way conversation, that normally 
takes place in a form of a dialogue. 
 
Double-loop learning 
This refers to the type of learning that 
encourages inquiry and questioning as means 
of promoting learning. 
 
Interpretive tradition 
This is a research approach that has everything 
to do with the provision of meaning and 
understanding into the research respondents’ 
actual situation. 
Treatise 
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 1.8 LAYOUT OF CHAPTERS 
 
 
 
 
CHAPTER 1: INTRODUCTION 
 This chapter introduces my research. It entails the background, 
context (personal, school and professional), justification for the 
research, purpose of the research, statement of the research question, 
demarcation of study, definition of terms and the layout of chapters.  
 
 
 
 
CHAPTER 2: LITERATURE REVIEW 
 
This chapter reviews literature with the aim of finding answers to the 
three research questions. 
 
 
 
CHAPTER 3: EMPIRICAL RESEARCH 
This chapter explains and provides an overview of the research 
tradition, research design, data gathering, data analysis and 
interpretation that form the empirical part of this study. 
 
 
 
CHAPTER 4: FINDINGS AND RECOMMENDATIONS 
 
This chapter focuses on the findings and discusses the 
recommendations on the improvement of cooperation between 
members of the management staff. 
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---------------------------------------------------------------------- 
CHAPTER 2 
LITERATURE REVIEW 
---------------------------------------------------------------------- 
 
 
2.1 INTRODUCTION 
 
This chapter presents and discusses theoretical approaches, attitudes, 
strategies, needs, skills, and means members of the management 
need, to not only conceptualise, but realise cooperation between 
them. It also explores the importance of nurturing and forging 
collaborative competencies.  
 
 Guided by the sub-questions, it also seeks to bridge the gap between 
theory and practice, by providing explanations, and suggesting 
workable and sustainable solutions to conditions retarding and 
distorting cooperation between members of the management. 
 
As much as the focus of this study is on cooperation between members 
of the management teams, I find it very fitting to also incorporate some 
views about organizational learning, continuous learning, 
organizational development and change. Fullan and Hargreaves, 
cited by Moloi (2005:88), say that collaboration is an essential 
ingredient for continuous learning and development.  
 
2.2 THE IMPORTANCE OF COOPERATION 
 
2.2.1 INTRODUCTION 
 
Cooperation between members of the management staff is a very 
crucial and an extremely important requirement for the effective 
running of the school. It is a very powerful driving force behind shaping 
the school as a ‘learning organization, where members of the 
management are learning together, and where new ways of thinking 
 11
Treatise 
are nurtured’ (Moloi, Grobler, Gravett, 2002:88). That is also why, Eyre 
(1982:100), Mbigi (1992:22), Truter (1989) and Dayani (1996), teach 
about the importance of cooperation and interdependence. They call 
for the stimulation of a sense of cooperation in the minds of many 
members of the management and all other teachers.  
 
There are just so many good things that come out of cooperation, and 
the following are some: 
 
o Achievement of school goals. 
o Encouragement of participation. 
o Team learning. 
o Encouraging mutual support. 
o Harmony. 
o Professional development. 
 
2.2.2 ACHIEVEMENT OF SCHOOL GOALS 
 
In order for members of the management to accomplish their 
organizational goals and objectives, they need to work together. 
Primary schools, like other forms of organization, are places where 
people are working towards achieving common goals and objectives. 
 
 
 
 
 
 
 
 
 
 
 
INDIVIDUAL TEAM ACHIEVEMENT 
OF GOALS 
FIG. 1: AN ILLUSTRATION OF A TEAM’S ABILITY TO ACHIEVE SCHOOL GOALS.  
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Blackaby and Blackaby (2001:65) argue that members of the 
management staff should envision a desirable future for their schools, 
and then develop a plan to achieve results. Hence, Lambert, Walker, 
Zimmerman, Cooper, Lambert, Gardner and Slack (1995: 32) stress that 
they should work towards the development of a ‘collective meaning’. 
Maddux (1988:50) and Lugan (1996:42) both agree that collaboration 
stimulates and generates creative and fresh ideas that lead to high 
levels of accomplishment.  
 
In teams, members of the management easily remind themselves of 
the common purpose of schooling. Like all other teachers, they 
became teachers because they wanted to make a difference for the 
children.  
 
 Lambert, et. al. (1995:117), are urging members of the management  
staff to move beyond individualism, whether it is in roles or behaviour, 
and engage in reciprocal processes where they will be working 
towards a common purpose. Leithwood, Jantzi and Steinbach (1999:9), 
in supporting the above, point out that it is also important for members 
of the school management teams and other teachers to transcend 
self-interest and allocate their power towards accomplishing their 
collective aspirations. 
 
Members of management teams should strive to make their schools, 
forces to be reckoned with. By this, I mean that their schools should be 
nothing less than ‘moving and effective’ schools.  
 
I heartily agree with Page (1994:10) who makes a clear distinction 
between members of a group and members of a team. According to 
him, group members are ‘hired hands’ who work independently, and 
are only together for administration, whereas team members reinforce 
interdependence and work towards team goals without struggling over 
territory.  
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My agreement with him is in no way related to, or influenced by the 
popularity of the word ‘team’ in a contemporary management theory, 
but based on the appeal made by the image, and the results of 
working together towards a common purpose.      
 
2.2.3 PARTICIPATION 
 
Chalton (2000:16) argues that each team ultimately chooses its own  
path into participation. He further claims that participative work 
practices are significantly associated with: 
 
o Increased productivity 
o Decreased absenteeism and 
o Improved performance.  
 
Moloi (2005:78) maintains that the locus of control should be shifted  
from the principal to other members of the management. I agree to 
the decentralization of responsibilities or management practices at the 
school, to promote equal participation, learning, inspiration and 
empowerment of team members. This is also typical of ‘participative 
leadership’ which advocates for more consultation, openness, 
democracy, and involvement in decision-making (Leithwood, et. al., 
1999:12).  
 
 Leithwood, et. al. (1999:9) believes that teachers in the management 
as leaders, should build a school vision, establish school goals, provide 
intellectual stimulation, offer individual support, model best practices 
and important organizational values, demonstrate high performance 
expectations, create a positive school culture and develop structures 
to foster participation in school decisions. 
 
Leithwood, Jantzi and Steinbach, (1998:74) highlight mutual support 
and risk-taking among members of the management as vital, because 
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they argue that they yield good participation in decision-making 
processes. They are supported by Veldsman (2002:173) who argues: 
“Involvement encompasses extending the role of players who have the 
opportunity to participate, as well as their modes of interaction”. 
 
2.2.4 TEAM LEARNING 
 
Mitchell and Sackney (2000:9) acknowledge the collaborative 
approach as an active, growth-promoting, reflective, learning-oriented 
approach that provides meaning to mysteries, and solutions to 
problems and perplexities in schools.  
 
Senge (1999:33) reckons that, those that are great, also started from 
humble beginnings. He argues that they also learned how to produce 
good results. Team learning has been the source of their re-birth. They 
learned how to do the new things they never did before. They took 
each other by the hand, step by step through their journey of 
discovery.  
 
Kerka and van der Merwe, cited by Moloi, et. al. (2002:88), say that 
learning organizations create continuous learning opportunities.  
According to them, learning organizations promote dialogue and 
enquiry by creating an environment that allows sharing and risk-taking 
whilst also encouraging collaboration, innovation and creativity.  
 
Reed, Kinzie and Ross (2001:72) cited Argyris (1987) describing a 
learning organization as a place where members of the management 
are supposed to be problem solvers. They also suggest that members 
of the management teams need to detect and correct errors. Hence 
Dimmock (2000:278) stresses the essence of developing a vision of 
learning-centred with models of informed practice and utilizing a 
backward mapping process. 
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2.2.5 MUTUAL SUPPORT 
 
Mbigi (1992:24) says:  
 
“A building is made up of a thousand bricks. Therefore the 
building of a world-class organization requires a thousand little 
improvements by everyone in the organization”.  
 
This reminds me of the South African slogan (Unity is strength) which has 
everything to do with the encouragement of collaboration and mutual 
support. This grants me enough confidence to argue that collaboration 
is synonymous with mutual support.  
 
Senge (1999:33) believes that, members of the management who 
function as a team, are likely to trust one another, complement each 
other’s strengths and compensate for each other’s limitations, whilst 
working towards the attainment of common goals. He is supported by  
Macbeath and Mortimore (2001:11) who say, as a team, members of 
the management staff are likely to produce synergy that will allow 
them to draw strength from each other, exercise cross fertilization, and 
amplify their best practices. Hence Grayson and Hodges (2001:174) 
stress that a joined-up management response to emerging 
management issues is critical. 
 
Southworth (1996:8) cites Nias, et. al. saying a collaborative culture is 
imperative in the creation of trust, security and openness, whilst also 
ensuring that the risks and discomforts of learning are counterbalanced 
by mutual support and concern for other team members. 
 
Van der Westhuizen, de Bruyn, Erasmus, Janson, Mentz, Steyn, and   
Theron (2002:37) believe that interrelations between members of the 
management are key in determining the definition of the organization. 
That’s why it is imperative for the teachers serving in the management 
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of the primary schools in Wallacedene to start seeing themselves as 
collaborative members of the team.  
 
“For those who serve others serve the best in the team. 
Leadership teams are more healthy than solo 
leadership, for several reasons. First, team members 
supplement one another, build on one another’s 
strengths and compensating for one another’s 
weaknesses. No leader has all the gifts, so no leader 
should keep all the reigns of leadership in his own hands. 
Secondly, team members encourage one another, 
identifying each other’s gifts and  motivating each other 
to develop and use them. Thirdly, team members are 
accountable to one another. Shared work means 
shared responsibility” (Stott, 1984:328). 
 
Mbigi (1992:22) also mentions cooperation as one of the UBUNTU 
principles that affect the management issues of co-ordination, 
communication, competence, competitiveness and compassion. 
These are the ingredients of mutual support that reveals the reciprocity, 
reversibility and the mutual influence that exists between cooperation 
and communication . 
 
2.2.6 HARMONY 
 
Schmunk and Runkel (1994:1) claim that: “Schools and colleges are 
social organizations. Without human collaboration and commitment, 
they are only wood, concrete and paper”. 
 
They are supported by Mitchell and Sackney (2000:64) who maintain 
that through their collaborative efforts, members of the management, 
as an effective team must be able to create an atmosphere that is 
informal, free of fears, comfortable, relaxed, and tension-free.  
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Members of the management teams should cherish, and hold to the 
highest esteem, the idea that, ‘man is the purpose of all organizations 
and that they must work in harmony with him in the spirit of service and 
harmony’, Mbigi (1992:22). This spirit will not necessarily turn members of 
the management into numb and dumb ‘yes men and women’.  
 
As Mitchell and Sackney (2000:72) suggest, they should reflect and 
embark in inward listening, and more or less apply better ways of 
disagreement, such as: 
 
o For the less serious disagreements, a person may say. ‘I disagree, 
but do not wish to stand in the way’. 
o Please minute me as opposed. 
o I am unable to unite with the proposal. 
  
I firmly believe that the employment of a constructivist approach which 
discourages the ‘need to win’ and unhealthy competition between 
members of the teams, will be a positive recipe for the encouragement 
of a warm friendly atmosphere (Lambert, et. al., 1995). Members of the 
management will be motivated, to carry their tasks willingly. The mood 
and the spirit is likely to rise. 
 
Noddings (2003:1) maintains that members of the management staff 
that work as a team, are supposed to contribute significantly to 
personal and collective happiness. 
 
2.2.7 PROFESSIONAL DEVELOPMENT 
 
I am convinced that the greatest sign and symbol of life is growth and 
movement. Professional development is favoured by Moloi (2005:xi), 
who maintains that, members of the management staff, as collectives 
in schools, should develop new skills, attitudes, and competency to 
bring about meaningful change in their organizations.  
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Lunenburg and Irby (2006:121) in their pronouncement of support for 
professional development, say: “No reform can take place without a 
purposeful, coherent, focused, and sustained system that includes 
professional development”. They further propose that members of the 
management staff should be creators of their own professional 
development. This, they can do through critical reflections and self-
assessment of their work. 
 
 Moloi (2005) is supported by Davidoff and Lazarus (2002:14), and 
Joyner, Ben-Avie and Comer (2004:82-83) who all argue for the 
maintenance of an organizational environment supportive of learning, 
change and collaboration. 
 
Joyner, Ben-Avie and Comer (2004:81) suggested the following 
strategies for successful implementation of professional development,  
and suggested that the school must: 
 
o Establish a staff or professional development and training sub-
committee.   
o Encourage members of the management to be part of the sub-
committee. 
o Encourage members of the management to co-present during 
training sessions, depending on their expertise. 
o Provide opportunities for members of the management to 
attend professional development events, 
o Address development and training for staff. 
o Make sure that staff development focuses on the establishment 
of good relationships and  increased knowledge and skills. 
o Analyze the development and training needs of the school. 
o Implement plans for training. 
o Analyze evaluations and look for patterns that can guide future 
events. 
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o Analyze the impact of training on the school. 
o Provide feedback to the presenters of workshops and training 
sessions. 
o Co-ordinate training dates. 
 
Harris (2002:97), in his support for the presentation of professional 
development opportunities to members of the management teams, 
argues that they are afforded a grand opportunity for structured 
reflection and increased  professional growth. Lunenburg and Ornstein 
(2004:593) argue that members of the management need to be ready 
and equipped to help all personnel to fulfil their potential by learning 
new skills and developing their abilities to the fullest. 
 
Lunenburg and Irby (2006:123) believe effective professional 
development … 
 
o Focuses on collegial and organizational improvement. 
o Respects leadership capacity of the management staff. 
o Promotes continuous inquiry and improvement embedded in the 
daily life of schools. 
o Enables members of the management to develop further 
expertise. 
o Is planned collaboratively by the facilitators 
o Is driven by a long-term plan. 
o Reflects best available leadership. 
o Is evaluated on the basis of its impact. 
o Requires substantial time and resources. 
 
Quinlan and Davidoff (1997:1) and Solomon and Schiff (2004:113) 
believe that teamwork is very key in professional development and 
achievement of cooperation in schools. 
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2.3 FACTORS BLOCKING COOPERATION 
 
2.3.1 INTRODUCTION 
 
There are conditions that block cooperation between members of the 
management staff at Imvumelwano and Enkululekweni primary 
schools. Members of the management staff of both schools are 
involved in relationships. Costa and Liebman, (1997:116) say: 
“Relationships can be negatively or positively charged”. Negatively 
charged relationships between members of the management staff of 
the two primary schools proved to carry with them factors that block 
cooperation. 
 
It is so obvious that in the absence of mutual collaboration, ‘collective 
aspiration’ (Senge, 1999:33) between members of the management 
will only be a far-fetched reality. 
  
2.3.2 DE-MOTIVATION 
 
Baume, Martin and Yorke (2002:2) say, it is important for the success of  
a project that everyone feels valued as a member of the team. They 
also maintain that a team should be motivated and enabled to deliver 
the outcomes. It de-motivates to notice that changes are expected 
from others, when it is apparent that others are not taking part. It leads 
to a ‘switch–off‘. Fullan is cited by Moloi, (2005:Xvii) asking: “Do 
educators and principals expect learners to learn collaboratively when 
they themselves can’t”?  Harris, James, Gunraj, Clarke and Harris 
(2006:121) argue that, if members of the management staff keep 
criticizing and derogating each other, their morale will be low, and 
their self-esteem eroded.  
  
2.3.3 COMPETITION 
Van der Westhuizen, de Bruyn, Erasmus, Janson, Mentz, Steyn, and    
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Theron (2002:222) argue that competition manifests itself in the 
teachers’ unwillingness to accept other individuals’ ideas in place of 
their own.  The stimulus determines the reaction. If one does not accept 
the other person’s idea, chances that that person will accept his, are 
likely to be at zero.  
 
In the Holy Bible, Amos (3:1) reads as follows: “Can two walk together 
without agreeing to meet? This biblical verse, in the New International 
Version of the Bible (1991), reads: “Can two walk together unless they 
have agreed to do so”? Amos (3:1) poses this rhetorical question, out 
of the knowledge that, where there is no collaboration there is no way. 
Progress is likely to be stifled, and results compromised.  
 
2.3.4 SOLITUDE AND ISOLATION  
 
Reed, et. al. (2001:80) raises concerns around the isolation of members 
of the management staff from their teams. According to them, 
isolation hampers and discourages organizational learning. Silins and 
Mulford (2002:425) are worried that, members of the management who 
are supposed to work and learn collaboratively, will not be able to do 
so. This contributes to an atmosphere of strained relationships and 
growing mistrust.  
 
 McFarlane (2003:47) argues that if people prefer solitude, that would 
indicate a problem in the system, which can either be withdrawal from 
threatening, unpleasant or unrewarding personal relationships. I believe 
that this condition can cast a spell and discourage affected members 
from voluntarily taking part in school activities. There is simply no way 
they can see and think of themselves as part of the team. Not until 
something is done to affirm them. 
 
Chalton (2000:80) correctly points out that collaboration and  
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interdependence of human actions are more clearly represented at 
team level. 
 
 2.3.5 NEGATIVE ATTITUDE 
 
Brenzinka (1987:39-41) cited by McFarlane (2003:12) maintains that 
attitude is one component of professional competence. He further 
argues that the attitude in which people approach their jobs is a 
decisive factor in their contribution to the organization they work for.  
 
Frimpong (2003:216) argues that a negative attitude in members of the 
management would reveal itself through the lack of respect. He also 
points out that those members are likely to produce very little at work, 
and do too much complaining. Their attitude poses serious threat to 
cooperation at school. Included, please see the diagram below. It’s a 
graphical demonstration of what Frimpong (2003:216) says. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Do minimal amount of 
work to keep their work 
Compliant 
Cynical Empowered/committed 
LOW ENERGY: Employees who mill around 
are fairly laid back about their work. 
HIGH ENERGY: Focused on their tasks. 
Very efficient at what they do. 
POSITIVE 
ATTITUDE 
NEGATIVE 
ATTITUDE 
 
 FIG.2: Energy grid demonstrating the effect of attitude (Frimpong, 2003:217)  
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McFarlane(2000:121) warns against defensive reasoning. He describes 
it as a dangerous condition that blocks learning and keep people from 
acting responsibly and inventing solutions to their problems. It is clear to 
me that Macbeath and Mortimore (2001:154) realize what McFarlane 
(2000:121) says above. They warn members of the management  
teams against a reactive approach. They maintain that members that 
are not pro-active do not use their innovative and creative thoughts. 
They either merely conform or reject others’ efforts.  
 
This view is taken further by Veldsman (2002:223) who argues that 
attitudes form the substance of the schools’ culture. He argues: “A 
psychopathic culture is a reality in many schools”. 
 
2.3.6 LACKOF RESPECT 
 
Macbeath and Mortimore (2001:154) stress the importance of mutual 
respect among members of the management staff, for one another’s 
professionality and intergrity. According to him, all the members of the 
management must be seen as having something to offer. They should 
recognise and celebrate their differences. They should highlight their 
different achievements. They have to see diversity as the strength, and 
nurture high levels of trust.  
 
2.3.7 PROBLEMS IN COMMUNICATION 
 
Frimpong (2003:114) defines communication as the process by which 
information is exchanged. Communication is irrefutably, and by far, the 
most powerful tool in both, the construction and destruction of 
collaborative practices in the schools. Frimpong (2003:118) believes 
that, communication blocks cooperation in the schools when: 
 
o The communicator is simply assuming that what’s obvious to him 
or her is obvious to others. 
o What is said is not appealing to others. 
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o Individuals communicate at the wrong time, using complex 
language. 
o Receivers are hearing what they want to hear. 
o The communicator is emotionally upset. 
o Words are meaning different things to different people.  
 
A ‘dialectical discourse’, where members of the management staff pit 
idea against idea and reasoning against reasoning (Costa and 
Liebman, 1997:120) also poses a serious threat to cooperation. There 
cannot be any real cooperation in a situation where members of the 
management are divided between winning and losing. When the 
members of the management staff occupy themselves with the need 
to win, convince and persuade (Costa and Liebman, 1997:120), 
listening will be a weak link in their chain of communication (Lunenburg 
and Ornstein, 2004: 232). They will always work to override the others’ 
ideas and want to replace them with theirs.  
 
Beder (2002:27) warns: “There will be times when the position you 
advocate, no matter how well framed, will not be accepted by the 
public, simply because you are who you are”. Van der Linde (2002:4) 
argues that members of the management and all their teachers should 
be given an opportunity to voice their frustrations. He believes that that 
will motivate teachers to do their best for their schools. 
 
2.4 IMPROVEMENT OF COOPERATION 
 
2.4.1 INTRODUCTION 
 
According to Lunenburg and Irby (2006:15) schools should recognize 
that members of the management staff should be working together in 
teams, as opposed to working individually in isolation. Lambert et. al. 
(1995:28) further qualify this statement by advising that the 
management of the schools should engage in processes that create 
the condition for the development of collective meaning.  
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In his creative efforts to stimulate and encourage cooperation, Senge 
(1994:89) presents his ‘systems thinking’ where elements of the whole 
“hang together” over time, because they operate towards a common 
purpose, as a model to be followed by the members of the 
management staff. His views are clearly inviting every little contribution 
that can be made by team members, despite all pervasive and 
unrelenting pressures.   
 
Ginsburg and Gorostiaga (2003:110) point out that, for members of the 
management team to reach high levels of cooperation, dialogue, 
relationship and trust must be built.  
 
2.4.2 PROMOTING PARTICIPATION  
 
McFarlane (2003:46) points out that when members of the  
management teams are invited to participate and contribute in school 
activities, they feel affirmed. Their morale gets boosted, and a warm 
friendly and very affective climate is created.  
 
Mitchell and Sackney (2000:46) evidently subscribe to these views, 
when they maintain that members of the management staff should 
advocate invitation, affirmation and involvement of all the Senior 
management team members and other teachers in decision-making. 
According to them, members of the management should feel valued. 
 
Maddux (1988: 50) also maintains that cooperation builds an  
awareness of interdependence, and reinforces recognition and mutual 
support. Participation also leads to commitment to support and 
accomplish organizational goals.   
  
Joyner, Ben-Avie and Comer (2004:22) say, the senior management 
team should be structured to promote collaborative decision-making 
and a culture of inclusion. Van der Westhuizen, et. al. (2002:246) 
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maintain that, decisions should always be the result of participation in 
teams. He further maintains that participative management allows for 
the best utilization of human resources, and demonstrates trust in the 
ability of other members. That’s why Ginsburg and Gorostiaga  
(2003:111) argue that members of the management staff should be 
reflexive and reflective in their thinking; especially about their roles and 
actions.  
 
Members of the management team need to enhance their capacity 
and advance their skills by changing roles and participating in different 
activities that will require their input in decision-making. Van der 
Westhuizen, et. al. (2002:278) claim that, to be successful, members of 
the management need to nurture the following: 
 
o Authentic participation. 
o A wide scope of problem-solving activities.  
o Ideas consistent with the culture of the organization. 
o A perception of trust. 
o Rewards for participants. 
 
The management team should also share authority. The schools where 
this happens are known for producing good results, equipping and 
preparing learners for life. 
 
2.4.3 COMMUNICATION 
 
Truter (1989) says, co-operation between colleagues develops so far as 
there is successful communication. On the other hand, 
Wheatley(1992:28) maintains that: “All of us will need better skills in 
listening, communication and facilitating groups, because these are 
talents that build strong relationships.  
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Lambert, et. al. (1995:101) say that members of the management staff 
need to pose questions and convene conversations that invite others 
to become involved. They should communicate to find mutual 
understanding and harmony. They should also engage themselves in 
interaction processes where they will exchange ideas and concerns. 
 
Maddux (1988:51) maintains that lines of communication should be 
kept open. Hence Costa and Liebman (1997:120) say, these teachers 
should be encouraged to nurture communicative competency as 
means of redesigning, restructuring and renegotiating the culture of 
their schools. They should communicate to find mutual understanding 
and harmony.  
 
Members of the management staff should be encouraged to engage 
in a dialogue, which is a reciprocal conversation (Lambert, et. al., 
1995:86). This discourse is cooperative and developmental in nature, 
because it entails the sharing of ideas and different points of view.  
 
Moloi (2005:80) claims that a dialogue is the non-judgemental and 
most cooperative approach to solving problems. Dialogue can be 
used to construct a better, deeper understanding of the colleagues.  
In the form of a dialogue, one can also strongly claim that  
communication is cooperation itself. Dialogue involves talking 
together, listening to each other, having a mutual bond, and being 
cooperative. 
 
Moloi (2005: 80) argues that the discipline of team learning starts with 
dialogue, when members of a team suspend their assumptions and 
mental models, and enter into genuine thinking together.  
 
According to Lunenburg and Ornstein (2004:231), listening skills affect 
the quality of colleague and superordinate-subordinate relationships at 
the school. They claim that successful communication requires  
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effective listening on the part of the sender and receiver. They can’t 
be more spot-on than when saying that, each individual should 
understand the purpose of the talk, and ensure that their relationships 
are reciprocal. 
 
Lambert, et. al. (1995:35) says: “When people are connected together, 
the opportunities for conversations and meaning-making become self 
evident”. Joyner, Ben-Avie and Comer (2004:86) believe that members 
of the management staff can enhance cooperation through 
communications by observing the following: 
 
o Doing a round robin, with each member of the team giving an 
update on the past events. 
o Staying on the agenda and helping others to stay during 
meetings. 
o Allowing all the members to voice their opinions, and not 
discourage them from sitting on their feelings. 
o Listening attentively to one another. 
o Using brainstorming. 
o Asking how ideas put on the table will make a difference at 
school. 
o Avoiding communication that disrupts the team, such as 
sarcasm, diversions, inappropriate humour, asides, jokes and 
digs. 
o Thinking of solutions that might resolve conflict. 
o Keeping notes that reflect areas of agreement. 
o Always remember that they are representing other people. 
o Refraining from complaining about decisions. 
o Discourage ‘parking lot’ meetings. 
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2.4.4  POSITIVE RELATIONSHIPS 
 
Costa and Liebman (1997:116) are saying: “An organization’s power to 
get things done come from its energy source. Relationships produce 
that energy”. It is very important that all the members of the 
management staff start working on rekindling their relationships, 
because it is clear, the solution to their problems is lying in them.  
 
Macbeath and Mortimore (2001:154) maintain that there should be 
mutual respect among members of the management staff for one 
another’s professionality and integrity. They must see each other as 
having something to offer. They should recognize and celebrate their 
differences, and highlight their different achievements.  
 
Schmunk and Runkel (1994:26) say: “In choosing ways to improve 
educational organizations, members of the management must not 
disregard the satisfaction of human motives”. Satisfied and happy 
members of the management will form a very strong organization that 
will equal all the tasks and challenges of schooling.  
 
Members of the management truly need to experience feelings of 
friendliness and warmth. Hence Joyner, Ben-Avie and Comer (2004:50) 
argue that there should be evidence that there are positive and caring 
relationships. Rossouw, le Roux and Groenewald (2003:85) support 
them by maintaining that, it is important that an organization develops 
a friendly and pleasant environment that is conducive for the 
organization’s personnel to achieve at their best levels. 
 
Who can deny the logic, and turn a blind eye to this friendly advice: 
“Those who perform acts of leadership need a sense of purpose and 
ethics, because honesty and trust are fundamental to relationships” 
(Lambert, et. al., 1995:47).  Members of the management staff should 
prioritize making each, and their teachers feel good about themselves. 
 30
Treatise 
They should see diversity as strength and nurture high levels of mutual 
trust.  
 
Joyner, Ben-Avie and Comer (2004:122) suggest that members of the 
management staff embark on the following relationship-building 
strategies: 
 
o Inviting each other coffee hour. 
o Having the school lunch or management lunch atleast once a 
month. 
o Providing opportunities to get together to discuss school 
problems. 
o Being invitational and friendly to each other. 
 
2.4.5 ENCOURAGEMENT OF A VISION 
 
Sterling and Davidoff (2000: 16) say: 
 
“The process of building a vision is fundamental to working 
together to imagine where you want your school to be in 
future. You encourage them to create an inspirational 
goal to work towards. You also offer a road map of what 
you need to do in the present to realize the vision in the 
future. As a leader you need to constantly re-energize the 
idea of a vision. A school needs to be kept on track 
towards realizing a vision.”  
 
Stott (1981: 328) also supports the encouragement of a vision. He has 
this to say: “Where there is no vision people perish.” Senge (1999:35) on 
the other hand says: “When there is a genuine vision, people excel and 
learn, not because they are told to, but because they want to”. He 
also claims that without a genuine sense of vision and values there is 
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nothing to motivate people beyond self-interest. Members of the 
management should work towards the encouragement of a vision. 
 
They can turn into ‘visionary leaders who always see larger 
perspectives, for visioning means to think big and new’ (Koestenbaum, 
1991: 7). They should be encouraged to think, what their schools will be 
like if they start working as teams. Turner (2005:3) argues that members 
of the management need to even influence the activities of their 
organizational members towards clear goal setting and goal 
achievement. 
 
“Leadership teams work together to at least, develop and retain 
competent people who can inspire vision” (Chalton, 2000:100). It is very 
important that members of the management staff enhance and 
encourage each other’s and their teachers’ commitment to mutual 
purpose. Lambert, et. al. (1995:44) argues that, without a value-driven, 
purposeful leadership schools can be focused on self-serving purposes 
of individuals.  
Turner (2005:129) feels very strongly about the setting of clear 
expectations, and creating a vision and sharing it with other members 
of the organization, because he believes that, that will enhance the 
possibility of school improvement and collaboration.  
     
Blackaby and Blackaby (2001:56) say: “If you can’t see where you are 
going, you are unlikely to get there”. They are supported by Adair 
(2003:102) who advises that members of the management must make 
sure that the following questions are asked and answered: 
 
o Where have we come from? 
o Where are we now? 
o Where do we want to get to? 
o How are we going to get there? 
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Baume, Martin and Yorke (2002:161) point out that some of the key 
lessons pertaining organizational development are: 
 
o Conviction and clarity of purpose: A clear idea of what you want 
to achieve helps in providing meaning and motivating team 
members. 
o Well developed ideas and mental models: Team members 
should develop positive images about others and the schools. 
o Visualise the feasibility: They should have the end in mind, and 
visualise the outcomes and benefits. 
o Systems thinking and systematic thinking: Members of the 
management should have awareness of where everyone fits in 
their plan. 
 
2.4.6 CREATING AN ENABLING SCHOOL CULTURE 
 
Rossouw, le Roux and Groenewald (2003:9) define a school culture as 
collection of separate and collective assumptions, such as beliefs, 
values, rituals, myths and expectations that are generally found among 
members of the organization. The values and rituals which are part of a 
school culture also play a key role in fostering and developing unity 
between team members. 
 
 Lunenburg and Ornstein (2004:84) say: “Another key aspect in creating 
organizational cultures are the everyday activities and celebrations 
(rites and rituals) that characterize the organization”.  These rites and 
rituals are by far some of the most reliable building blocks of a warm 
friendly atmosphere.  
 
Harris (2002:12) says establishing a positive school climate for change is 
an important prerequisite for school improvement. He claims that 
building a positive school climate involves: 
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o Establishing trust among colleagues. 
o Inviting them to participate. 
o Affirming their ideas. 
o Providing opportunities for innovation and risk-taking. 
 
Like Harris (2002:12), I believe that the types of school cultures that tend 
to support improvement are those that are collaborative, have 
collegiate working relationships and have a climate for change. The 
collegial culture involves common agreements, continuous learning, 
working towards achieving common goals, and forging collaborative 
thoughts and practices. Members of the management staff, in their 
efforts to improve cooperation between themselves, also need to 
nurture and motivate moral agency (Carr, 2003:176).  
 
Harris (2002:12) correctly points out that members of the management 
staff have an important part to play in defining and shaping school 
culture. They have to pay attention to certain norms and values that 
shape individual and collective activity at their schools.  
Macbeath and Mortimore (2001:180) say: “Improvement attempts that 
do not address school culture can be seen as doomed to tinkering 
because school culture influences readiness for change” 
 
Although, Senge (1994:227) is aware that each school has a different 
reality of school life, he maintains that, when creative orientation is part 
of the organization’s culture, people work long hours, the culture 
expects them to do what it takes. In delivering his own testimony on the 
wonders of a positive school culture, Chalton (2000:12) argues that 
organization’s culture entices the best to stay, and that they present 
opportunities for professional and personal growth. 
 
Lunenburg and Ornstein (2004:86) say that in their efforts to influence 
the school culture, members of the management should: 
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o Read the current school culture (its history and condition). 
o Look for values that reinforce best practices at school. 
o Identify aspects of school culture that are positive and those that 
are negative. 
o Honour those that have served the purpose of the school. 
o Eloquently speak of the deeper meaning of the school. 
o Celebrate the accomplishments of the staff and students. 
 
Lunenburg and Ornstein (2004) are firmly supported by Joyner, Ben-
Avie and Comer (2004:59) who maintain that school management 
teams should create a culture of ongoing reflection and renewal, and 
also build capacity to sustain practices that support learning and 
development. 
 
2.4.7 MOTIVATION 
 
Lunenburg and Ornstein (2004:110) define motivation as a critical 
determinant of performance in organizations. They also say, it is ‘those 
processes within an individual that stimulate behaviour and channel it 
in ways that should benefit the organization as the whole.  
 
According to Baume, Martin and Yorke (2002:2), it is important for the 
success of the organization that everyone feels valued as a member of 
the team. Members of the management staff in schools should be 
motivated and enabled to deliver the outcomes. Bass, cited by 
Lunenburg and Ornstein (2004:30), believe that members of the 
management, as transformational leaders, should be motivated to do 
more than they are originally expected to. 
 
Van der Westhuizen, De Bruyn, Erasmus, Janson, Mentz, Steyn, Theron,  
van Vuuren and Xaba (2007:236) believe that members of the 
management will be motivated by their commitment (psychological 
ownership) to generate ideas and information, and will cooperate in 
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applying change. Hence (Upshaw and Taylor, 2000:147) maintain that 
members of the management need to determine whether there is 
enough genuine interest among themselves to commit to 
commitment. They also conclude that members of the management 
need to be committed and qualified to lead their schools’ master 
brand programs. 
 
2.4.8 TEAM LEARNING AND DOUBLE–LOOP LEARNING 
 
Senge (1999: 36) maintains that members of the management team 
should engage in team learning, because when teams are learning 
they produce extraordinary results and grow more rapidly than could 
have occurred otherwise. Lunenburg and Ornstein (2004:34) strongly 
support collective learning. They argue that two heads are better that 
one. Bubb and Hoare (2001:26) are of the view that no individual 
should work isolation. They maintain that discussions and comparison of 
work will improve performance. 
 
Hargreaves and Fink (2006:260) say: “Sustainable leadership is 
transparent; it is always open to scrutiny and inspection. This feeds into 
the ideas and aspirations, members of the management staff should 
entertain, to gain awareness of their own weaknesses”. According to 
Senge, Kleiner, Roberts, Ross and Smith (1994:6) members of the 
management staff can develop intelligence and ability greater than 
the sum of individual members’ talents. 
 
Members of the management staff should ‘test all the assumptions’ to 
increase learning and organizational effectiveness (McFarlane, 
2000:123).  
 
McFarlane (2000:123) cites Argyris who advocates the following as 
action strategies, that members of the management staff can embark 
on to maximize learning and growth in the schools: 
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o Maximising valid information (including data about feelings, 
assumptions, etc.). 
o Maximising free and informed choice.  
o Maximising internal commitment to decisions. The individual 
takes full responsibility for his actions. 
o Becoming involved in collaborative planning and design.  
o Individuals are allowed to experience a sense of achievement, 
authorship, and own importance as part of the process. 
o Making the protection of self and others a shared responsibility. 
o Exposing inconsistencies between theories-in-use and espoused 
theories, as well as between theories-in-use and desired 
outcomes. 
 
In addition to the above, Cross (1992:35) suggests that members of the  
management team should form a ‘melting pot’, where they combine 
and process all their skills, efforts, talents, views and traits to forge strong 
collaboration. 
Senge, Cambron-McCabe, Lucas, Bryan Smith, Dutton and Kleiner 
(2000:72) argue that team members do not need to think alike, but 
should embrace and honour genuine ‘thinking together’. Members of 
the management staff need to discuss how their behaviour, attitudes, 
positions can fit together. They need to adopt the principle of team 
learning into their Joint planning sessions. Good and Brophy (2000:481) 
added substance when they claimed that when teachers discuss 
classroom instruction as a team, their teaching methods improve. 
 
“Effective teams individually and collectively know how to understand,  
facilitate and measure effective change, solve problems” (Chalton, 
2000: 82).  
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2.4.9 POSITIVE ATTITUDES 
 
Macbeath and Mortimore (2001:154) maintan that members of the 
management should develop ownership of their schools, and be 
committed to high achievement. This fosters cooperation. One 
important step in this direction, according to Lunenburg and Ornstein 
(2004:30) is when members of the management staff of schools 
transcend their own self-interests for the sake of the team. 
 
In support of the above statement, Moloi (2005: 20) argues that they 
need to engage in a dialogue, which is a vehicle for collaboration. He 
also points out that, attitudes determine whether we are prepared to 
make dialogues work for us.  
 
Members of the management should always recognise the fact that 
their behaviour is driven and controlled by their attitudes. Hence, Van 
der Westhuizen, et al. (2002:30) maintains: “Behavioural changes can 
be the result of outcomes, such as changes in attitudes and values. 
Frimpong (2003:198) argues that the attitude of the members of the 
management should: 
o Reflect where the organization is going, rather than where it has 
been. 
o Stimulate enthusiasm, indicate willingness to listen to new ideas. 
 
“Part of the successful management of change is to identify 
participants’ perceptions, attitudes, values, beliefs and opinions and to 
ensure that these are fully informed” (Senge, Schmunk, Runkel and 
Ndlhovu, 1999:15).  
 
Feelings trigger actions just as actions trigger feelings. Like (Lambert, et. 
al., 1995:47), I wish members of the management, can each strive to 
develop a personal identity that allows for courage and risk, low ego 
needs, and a sense of possibilities. Everyone of them need to radiate 
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an attitude of confidence, trust, mutual respect, and possibilities. This 
view is supported by (Upshaw and Taylor, 2000:7) who argue that 
members of the management staff need to foster internal 
management practices that create value and trust among 
themselves, because that will motivate them to be loyal. 
 
2.4.10 SUPPORT 
 
Van der Westhuizen, et. al. (2007:236) say that the principals, as leaders 
in the management teams of schools, can apply a number of support 
techniques to discourage resistance to change. They can encourage 
cooperation between members of the management by providing 
them with educational and emotional support programmes. They can 
also reduce tension by presenting them with an opportunity to talk 
whist others listen.  
 
In support of the above, Veldsman (2002:70) says: “Members of the 
management teams must be provided with necessary skills, knowledge 
and support to enable them to make success of the change journey”. 
 
Members of the management staff are duty-bound, and with that 
goes a reasonable expectation, for them to perform satisfactorily at all 
levels of the organization. Argyris and SchÖn (1987:100) believe that 
they need to be supported by providing them with feedback 
regarding their ineffectiveness. They argue that, that will encourage 
their aspirations to make their theories-in-use consistent with espoused 
theory”. This is how dilemmas lead to new learning. Dempster (2000:42) 
also believe in the provision of a constructive feedback. He also 
believes that the availability of mentors is very supportive and helpful.  
 
They put emphasis on the fact that members of the management 
should work together. Nobody should be left to sink or swim.  
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They should always be available to each other.   
 
2.4.11 A CONSTRUCTIVIST APPROACH TO LEADERSHIP 
 
Deducing from what I have leant from literature, I can confidently 
propose that members of the management adopt a constructivist 
approach (Lambert, et. al., 1995), because I believe that it has a 
potential of ensuring strong cooperation between them.  
 
The constructivist approach will definitely expect them to:  
 
o Create space for dialogue. 
o Treat each other and their other teachers with respect. 
o Lead from within and alongside everyone else. 
o Seek not only to explain, but to listen and understand. 
o Welcome and encourage those affected to voice their 
objections. 
o Outgrow the need to win. 
o Motivate teachers and make sure they carry their tasks willingly. 
o Encourage mutual support, honesty and trust between teachers. 
o Provide teachers with feedback and clarification. 
I am well aware that, the employment of the constructivist approach 
will not necessarily turn the two schools into a ‘Utopia’, but can 
harmonize and trigger competence among the members of 
management.  
 
2.5 CONCLUSION 
 
From the above it should be clear that members of school 
management teams should and can cooperate, that there are various 
ways in which such cooperation can be promoted, and that the effect 
of improved cooperation can lead to many positive consequences for 
the schools involved.  
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 Like Ainscow, Beresford, Harris, Hopkins, Southworth and West 
(2000:108) I believe that the improvement of cooperation is a decisive 
step in the ‘journey of school improvement’. I fully subscribe to Raynor 
(2004:131); Ferren (2004:10); and Macleod, Hookey, Frier and Cowison 
(2003:202) who maintain that members of the management staff must 
cherish a sense of mutual obligation necessary for collaboration, and 
believe that the work of their schools belong to all of them. 
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 CHAPTER 3 
 
---------------------------------------------------------------------------------- 
EMPIRICAL RESEARCH 
---------------------------------------------------------------------------------- 
 
3.1 INTRODUCTION 
 
This chapter forms the spine of my research project or treatise, because it  
does not only reveal and describe the scientific techniques employed in 
data collection, but also dwells on the decisions about research 
methodology, research methods, types of  data required and data 
gathering tools. 
 
The major aim of this research was to examine the levels of cooperation 
between members of the management staff of the two primary schools in 
Wallacedene, and through continuous search for information, to provide 
meaning, and improvement in the levels of cooperation.   
 
Johnson and Christensen (2004:162) say that the researcher should start 
with the identification of the research problem and the research questions 
that he/she wants to pursue in his/her research study.  
 
3.2 RESEARCH TRADITION 
 
3.2.1 INTRODUCTION 
  
McMillan and Schumacher (1993:373) strongly maintain that every 
researcher must choose a research tradition that will be relevant to the 
research he will pursue. Burrel and Morgan (1979:24) also stress the 
necessity of choosing a research tradition or paradigm by saying: “A 
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paradigm, like a map, helps you to establish where you are, where you 
have been, and where you want to go in future”.  
 
My research study was done with the usage of ‘qualitative methods’ 
(Mouton, 2001:107). According to Swann and Pratt (2003:52) a qualitative 
research is seen as using ‘soft’ techniques, such as interviews, 
ethnography or auto/biographical data. They further argue that much 
research that seeks to test general propositions uses locally embedded 
knowledge and qualitative techniques.  Bogdan and Biklen (1992:2) ague 
that, although these techniques are termed ‘soft’, they collect data that 
are rich in description of people, places, and conversations. It is 
participative research, because of its dialogical and educative nature. 
 
Lyotard (1984 [1979]) cited by Swann and Pratt (2003:52) is saying there is 
a longstanding debate in the social sciences about different paradigms, 
usually associated with different techniques and methods, and even 
about different kinds of knowledge. 
 
3.2.2 INTERPRETIVE TRADITION 
 
Knowing that the focal point of my research study was to engage in a 
‘naturalistic inquiry’ (Lincoln and Guba, 1985), where the respondents 
would provide meaning and understanding of their situation and personal 
experiences within this specific research framework, I chose to work within 
an interpretive tradition.  
 
Burrel and Morgan (1979:28) say the interpretive paradigm is informed by 
a concern to understand the world as it is, and to understand the 
fundamental nature of the social world at the level of subjective 
experience. They agree with Terreblanche and Kelly (1999:123) who claim 
that the interpretive tradition describes and interprets peoples’ feelings 
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and experiences in human terms, rather than through quantification and 
measurement.  
 
My research questions: Why is cooperation important?; What are the 
factors blocking cooperation?, and How can cooperation between 
members of the management staff be encouraged?, are asked from a 
‘humanistic’ (Sprinthall, Schmutte and Sirois, 1991:102) angle, as opposed 
to the scientific angle. I derived pleasure in noticing that my research  
study reached my respondent’s subjective experiences. It was to me also 
very interesting to notice how the research problem was affecting them. 
 
 
 
 
 
I view McFarlane’s four quadrants and four paradigms’ (McFarlane, 
2000:22), illustrated above, as the true embodiment of my views, and my 
 CHANGE 
POST STRUCTURALISTIC 
CRITICAL THEORY 
STRUCTURALISTIC 
0RDER 
OBJECTIVE SUBJECTIVE 
POSITIVISTIC INTERPRETIVE
FIG.3: McFarlane’s four quadrants and four paradigms. Adapted 
from Burrel and Morgan (1979:22) 
 
Source: McFarlane (2000:22). 
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choice of the Interpretive tradition. McFarlane’s illustration, stresses the 
subjective nature of the interpretive tradition, which manifests itself in its 
quest to seek meaning of the respondents' own experiences and actions. 
My research study was never aimed at challenging the status quo. 
 
Lankshear and Knobel (2004:68) maintains that qualitative researchers 
should dwell on real-life situations and experiences. This real life 
experiences make a research practical and possibly interesting to the 
respondents. There are no substitutes for real life situations.  
 
Burgess (1985:8); Gay and Airasian (2000); Anderson (1990); Bogdan and 
Biklen (1992); and Sprinthall, Schmutte and Sirois (1991) maintain that, the 
researcher is the main research instrument, because he is responsible for 
obtaining the respondents’ account of the subject under study.  
 
As a researcher, there were times when the research information 
presented to me, propelled deeper inquiry, and I tried to understand 
respondents’ experiences and behaviour. I wore their shoes, not out of a 
need to be trusted and being listened to, but to understand them, and to 
construct meaning. McFarlane (2000:23) says: “Reality is socially 
constructed”. He further reasons that research in the interpretive tradition 
seeks to understand and appreciate the different constructions and 
meanings people make of their experiences. 
 
3.3 RESEARCH DESIGN 
 
3.3.1 INTRODUCTION 
 
McMillan and Schumacher (1993:157) define the research design as plan 
for selecting subjects, research sites, and data collecting procedures to 
answer the research questions. Although I agree with McMillan and 
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Schumacher (1993:157) on their definition of research design, mine carried 
the ingredients that were espoused by Gay and Airasian (2000:113). I 
have looked at the following, as I have also specified in my research 
proposal: 
 
o Research questions 
o Data gathering methods 
o Sources of data 
o Resources or instruments 
o Location 
o Time Frame 
 
From paragraphs 3.3.2 to 3.3.4 I have discussed the list above under the 
following headings: 
 
o Research questions.  
o Context of my research (This includes Location and Sources of 
data). 
o Research Plan or Emerging design (This includes the story of 
research, data gathering methods, time-frames and the resources). 
 
3.3.2 RESEARCH QUESTIONS 
 
The question ‘How can cooperation between members of the 
management staff of primary schools in Wallacedene be encouraged?’, is 
a researchable question that leads to data that can be collected. This 
question is in no way negative, biased, ambiguous or double-barrelled 
(Johnson and Christensen,  2004:166).    
 
Guided by the above main research question, I also pursued the following 
three sub-questions that are related to the main question: 
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o Why is cooperation important? 
o  What are the factors blocking cooperation?   
o How can cooperation between members of the management     
            staff be encouraged? 
 
3.3.3 CONTEXT OF MY RESEARCH 
 
This research study has been conducted in two big schools in Kraaifontein, 
in an informal settlement of Wallacedene. The two schools are 
Enkululekweni and Imvumelwano primary schools. Both schools fall under 
Circuit two of the Metropole East-Educational Management and 
Development Centre (EMDC) under the Western Cape Education 
Department.  
 
Imvumelwano primary, being the smallest of the two schools, boasts a 
whooping enrolment of more that 1 200 (One thousand two hundred) 
learners. This school has 1(one) principal, 2 (two) deputy principals, 4 (four) 
heads of department and 23 (twenty three) post level 1 educators in its 
current (2007) staff establishment.  
 
I had only three types of respondents for my research, namely: 
 
o The circuit manager (the only person from outside the school). 
o Members of the management staff from both primary schools. 
o Post level one educators from both schools. 
 
This research study was conducted with the following people as 
respondents:  
o 1 circuit manager 
o 1 principal from Enkululekweni primary school. 
o 2 Deputy principals from Imvumelwano primary school. 
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o 1 Deputy principal from Enkululekweni primary school. 
o 2 Heads of Department from  Imvumelwano primary school. 
o 2 Heads of Department from Enkululekweni primary school. 
o 2 Teachers from Imvumelwano primary school. 
o 2 Teachers from Enkululekweni primary school. 
 
Walford (2001:35) said: “Gaining access to research sites has long been 
one of the classic topics within methodology books about ethnography 
and qualitative research”. I considered myself fortunate for successfully 
securing the above-listed respondents for this study. 
 
3.3.4  RESEARCH PLAN OR EMERGING DESIGN 
 
 This is a research study, focusing on school management, with the aim to 
finding  meaning and understanding of the ‘ontology’ (reality) (Burrel and 
Morgan, 1979:1) of the social situations members of the management staff 
are in.  
 
The circuit manager and the post level one educators are not directly 
affected by the research topic, but the idea behind their invitation was 
based on the fact that, there is a great possibility that they see and view 
the situation clearly from the outside. It was also my intention to ensure 
that my research study was as widely representative as possible. I also 
cared about ensuring that the feedback and the results I get, would be 
valid and reliable (McMillan and Schumacher, 1993:167-168 ). 
 
Before interacting and corresponding with the schools (Imvumelwano 
and Enkululekweni primary) included in my research, I did the following: 
 
o 27 February 2007 : I phoned Dr R.S. Cornelissen (Western Cape 
Education Departments’ only researcher from whom permission to 
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school can be obtained and arranged an appointment him.  
 
o 06 March 2007 : I met Dr R.S. Cornelissen. He explained the need for 
writing the letter, which I did.  
 
o 16 March 2007 : I received his response, granting me permission to 
pursue my research study in the schools mentioned above. 
 
On the same day I drafted the following schedule which I strictly adhered 
to: 
 
NO.  DATE DAY ACTIVITY SUCCESFUL/ 
NOT UCCESSFUL 
 
A. ISSUING LETTERS 
 
 
 
1.  
 
 
 
19 Mar.  
 
 
 
Monday 
Issuing letters to the following 
people: 
Circuit manager -Mr W. 
Havenga. 
Principal –Mr B. Mhlom. 
Teaching staff - Enkululekweni 
primary. 
Teaching staff – Imvumelwano 
Primary. 
 
 
 
Successful 
 
Successful 
Successful 
 
Successful 
B. MEETINGS 
2. 26 
Mar. 
Monday Meeting with the Circuit 
Manager 
successful 
3.  28 
Mar. 
Wednesday Meeting with the Principal –Mr 
Mhlom.  
Successful 
Treatise 
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4.  29 
Mar. 
Thursday Meeting with the staff – 
Imvumelwano (including Focus - 
group discussion). 
 
Successful 
5. 18 
Apr. 
Wednesday Meeting with the staff – 
Enkululekweni (including Focus - 
group discussion). 
Successful 
C. INTERVIEWS 
6.  19 
Apr. 
Thursday Interview with the principal  - 
Enkululekweni. 
Successful 
7. 19 
Apr. 
Thursday Interviews with  both Deputy 
principals  - Enkululekweni. 
Successful 
8. 23 
Apr. 
Monday Interview with the 1st Deputy 
principal  - Imvumelwano. 
Successful 
9.  23 
Apr. 
Monday Interview with the 2nd Deputy 
principal  - Imvumelwano. 
Successful 
10. 24 
Apr. 
Tuesday Interviews with the 2 HODs – 
Imvumelwano. 
successful 
11.  24 
Apr. 
Tuesday Interviews with the 2 HODs - 
Enkululekweni 
successful 
12.  02 
May 
Wednesday Interviews with the 2 HODs - 
Imvumelwano 
successful 
D. QUESTIONAIRES 
13. 26 
Apr. 
Thursday Questionnaires to post level 1 
teachers –Enkululekweni. 
successful 
14. 26 
Apr 
Thursday Questionnaires to post level 1 
teachers –Imvumelwano. 
successful 
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I used mainly qualitative data gathering methods, because, I believe that 
it was in the best interest of my research so as to understand my 
respondents in terms of their own definition of their world (Burrel and 
Morgan, 1979) and (McFarlane, 2000:27).   
 
My research study was planned to rest on the following research methods, 
that I have discussed in detail under data gathering below: 
 
o Focus-group discussions 
o Semi-structured interviews 
o Observation 
o Questionnaires 
 
I used the following resources: 
 
Tape recorder:   I utilised a tape recorder to record the interviews, so as to 
avoid misinterpretations and misquotations. Using the tape recorder also 
afforded me the opportunity to focus on the non-verbal responses of the                            
respondents, and to pay attention to their moods, attitudes and gestures 
(Mc Kernan, 1996:106). 
 
Field book: I used a field book to record the occurrences while I was in the 
field busy with data gathering. 
 
3.4 DATA GATHERING 
 
3.4.1 INTRODUCTION 
 
I firmly believe that, the route and the course of action to be taken by the 
researcher pertaining data gathering, depends on his/her research 
question or research problem. This view is supported by Gay and Airasian 
(2000:43) who argue: “The topic statement gives direction to the 
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remaining aspects of the research plan and report”. Anderson (1990:116) 
adds: “The particular research topic or problem will suggest the logical 
types of data that may possibly exist”. 
 
As my research plan unfolded, I noticed the chain reaction between the 
major phases of my research project. The steps were just so systemic, with 
one leading to the next one, as illustrated below: 
 
Research 
questions 
Qualitative 
methods 
Interpretive 
paradigm 
Social 
problem 
 
 
 
 
 
Data 
gathering 
Data analysis and 
interpretation 
Findings and 
recommendations 
Fig.4:  lllustration of the systemic chain reaction between the different              
         phases of my research project. 
 
Carspecken (1996:41) reasons: “Once a researcher becomes interested in 
a social site, a group of people or a social problem, it is necessary to 
brainstorm a list of questions”. I firmly believe that the questions should be 
consistently feed into the relevant paradigm (Interpretive paradigm). 
 
Sprinthall, et. al. (1991) say that, after doing the hard work of  designing a 
research plan, a researcher can move on to data gathering. This makes 
perfect sense, especially after considering that the plan was done so that 
data gathering can take place in an orderly way.  
 
My research study has been planned around the interpretive paradigm, 
which Lincoln and Guba (1985:40) describe as more adaptable to 
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dealing with multiple realities. McMillan and Schumacher (1993:372) 
describe qualitative research as a naturalistic inquiry where non-interfering 
data collection strategies are used to discover the natural flow of events 
and processes and how participants interpret them.  
 
I have chosen data gathering methods that allow for the interpretation of 
reality, advance the researcher’s understanding of the respondents, and 
make sense of their feelings, experiences and social situations. I employed 
the following data gathering methods (illustrated in fig. 3 below) with 
Semi-structured interviews as the main method:  
 
Focus-group 
discussions 
Semi-structured 
interviews 
observations questionnaires 
 
 
FIG. 5: (MY DISPLAY OF RESEARCH METHODS THAT I HAVE USED IN MY           
RESEARCH STUDY ). 
 
3.4.2 FOCUS-GROUP DISCUSSIONS 
 
3.4.2.1 INTRODUCTION 
 
Anderson (1990:225) says: “Focus-groups occur when a group of people 
focus on a particular topic and discuss it fully with the leader”. The 
researcher plays a facilitation role in the guided discussions of group 
members (Mwiria and Wamahiu, 1995:122).   
 
Johnson and Christensen (2004:185), in stating that focus-group discussions 
are used to collect qualitative data in the words of the participants, 
acknowledge that this data gathering method (focus-group discussions) is 
in complete alignment with the interpretive research tradition. It also 
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contributes to the aim of wanting to gain meaning and understanding of 
the respondents’ real world (Burrel and Morgan, 1979:28).   
 
3.4.2.2 RATIONALE FOR USING FOCUS-GROUP DISCUSSIONS 
 
Focus-group discussions have been a very important stepping stone or 
initial step in my data gathering process. The data gathered through 
these focus-group discussions, determined the direction followed with the 
other data gathering methods.  
 
During the discussions, I invited the respondents’ questions to clear the air, 
and also quell their suspicions on the confidentiality of the session. I had to 
assure and ask all of them to treat whatever was voiced in the discussions 
as strictly the content of the discussion. I had to warn them that, what we 
are discussing should not in any way treated as a springboard for 
organization attacks. In that meeting I kept my senses wide open. Like Bell 
(1993:94) suggests, I allowed for issues that were considered crucial to the 
study, to be raised. I did this with the necessary caution with respect to 
other issues, because I didn’t want the participants to drift away from the 
research problem.  
 
Cohen and Manion (1994:289) maintain that the distinctive feature of the 
focused groups is the prior analysis by the researcher, of the situation in 
which participants have been involved. This knowledge was useful, 
because it sensitised me to the underlying issues which played a role in 
the data gathering process. This knowledge helped me to identify 
teachers for the interviews and questionnaires. Focus-group discussions 
were very useful and effective.  
 
Bell (1993: 94) says: “Freedom to allow the respondent to talk about what 
is of significance to him or her, rather than to the interviewer, is clearly 
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important.  The subjective experiences of the respondents are vital 
facilitating and ensuring that the research receives reliable information”.  
 
3.4.2.3 ADVANTAGES OF FOCUS-GROUP DISCUSSIONS 
 
These focus-group discussions helped me to collect data within limited 
timeframes, which is something that would have been impossible in the 
one-on-one interviews (Lankshear and Knobel, 2004: 208). All the teachers 
combined their strengths, and then responses came from different angles. 
 
Mwiria and Wamahiu (1995:112) argue that through group discussions, the 
researcher can find out more about issues that the respondents view as 
sensitive. This is made possible by the freedom and the platform focus-
group discussions afford the participants. They are not expected to 
respond to a particular question, as is the case during interviews. 
 
 Many respondents gain the advantage of grasping and thinking about 
issues as discussions unfold. The framework is established beforehand. 
 
3.4.2.4 ADMINISTERING FOCUS-GROUP DISCUSSIONS 
 
After obtaining permission from the principal of Enkululekweni primary, I  
met with his entire teaching staff, regardless of what their post levels or 
staff positions were, for the focus-group interviews. I introduced myself, 
and told them of my reasons for meeting with them. Together we 
discussed the following ground rules: 
 
o All cell phones should be switched-off. 
o Only one person will speak at a time. 
o People who want to speak will indicate by the show of hand. 
o All responses need to be honest and ethical. 
o No one will use abusive and derogatory language. 
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o All the respondents should respect other’s views. 
o Confidentiality should be prioritised. 
 
In both schools during focus-group discussions, I explained my research 
study to the whole group. This included the purpose of the study.  
 
I presented them with the opportunity to discuss my main research 
question: How can cooperation among members of the management 
staff of the primary schools in Wallacedene be encouraged?  
 
I listened very carefully as the discussions unfolded. I posed questions and 
answered some. I affirmed my respondents, and empathised with them 
(Anderson, 1990:245).  I asked one teacher to record the discussions for 
me, as I feared trailing behind during discussions. I informed the selected 
participant of their selection. I warned the participants that the 
information will be recorded. 
  
3.4.3 QUESTIONNAIRES 
 
3.4.3.1 INTRODUCTION 
 
Questionnaires are also referred to as surveys, or structured interviews 
(Goetz and LeCompte, 1984:121). Anderson (1990: 207) argues that, a 
questionnaire is one of the most used means of collecting data. He further 
maintains that, if well constructed, a questionnaire leads to the collection 
of reliable and reasonable data.  
 
 Even though many people, including (Gay and Airasian, 2000:280) view a 
questionnaire as a quantitative data gathering method, I firmly believe 
that, it’s construction and the type of questions it contains, determine its 
paradigm. As a structured interview, I used it as a qualitative data 
 56
Treatise 
gathering method. The provision of meaning, remained a primary reason 
for my engagement in this research study.  
 
3.4.3.2 RATIONALE FOR USING QUESTIONNAIRES 
 
The eight post level teachers were presented with ‘qualitative 
questionnaires. These questionnaires were not meant for the collection of 
figures, but views, feelings, frustrations, expectations and fears.  
 
I used questionnaire as a way of closely monitoring the process and 
making sure that it is no derailed from its initial objectives, which are also 
my research aims (finding meaning and understanding).  
 
3.4.3.3 ADVANTAGES OF USING QUESTIONNAIRES 
 
I used questionnaires as one of my data gathering methods, because of 
the following advantages: 
 
o When used correctly, they are much more efficient. 
o They require less time. 
o They are less expensive.  
o They permits the collection of data from a large sample. 
o They can be administered to respondents by e-mail, telephone, or 
in person. 
o They ensure anonymity. 
o All the respondents are exposed to the same set of questions 
(Standardised). 
 
3.4.3.4 ADMINISTERING THE QUESTIONNAIRE 
 
I developed these questionnaires with research needs in mind. My 
questionnaires, even though they required written responses, had to 
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provide meaning and under standing into the research problem. My 
questionnaires addressed my research questions. They are basically open-
ended questions. I used the questionnaires on the post level educators to 
get what they think about the problem of lagging cooperation between 
members of the management staff. 
 
I also considered the following criteria, as espoused by Gay and Airasian 
(2000:286) : 
 
o Know what information you need. 
o Know why you need each item. 
o Write items that make sense. 
o Include only items respondents can answer. 
o Focus items on a single topic or idea. 
o Avoid leading questions. 
o Organize items from general to specific. 
o Word questions in a positive, not negative, items. 
o Use short questions; do not require a great deal of reading. 
 
I made sure that the questionnaires I disseminated to the respondents 
were clarified, as I made all the instructions accompanying  them known. I 
read through the questionnaire, like a typical question paper, and 
allowed the respondents to pose questions of clarity. They were 
administered after school, in a special meeting. 
 
3.4.4 OBSERVATIONS 
 
3.4.4.1 INTRODUCTION 
 
As I have mentioned above under research design, I observed members 
of the management during staff and management meetings. I also used 
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the minutes in order to establish if there were no signs or patterns  of either  
lagging or flourishing cooperation. I fully agree with Bell (1993:109) who 
claims that observation is not an easy option, although it can provide us 
with useful information. 
 
3.4.4.2 RATIONALE FOR USING OBSERVATIONS 
 
Observation is the primary technique used by ethnographers to gain 
access to data (Goetz and LeCompte, 1984:109). Observations are a non-
judgemental strategy for acquiring data to depict social groups and 
cultural groups authentically. Observational techniques are used in 
educational research, either on their own or to complement other 
strategies (Scott and Usher, 1999:99). 
  
3.4.4.3 ADVANTAGES OF USING OBSERVATIONS 
 
The usage of observation as a data gathering method presents the 
researcher and the respondents with following advantages: 
 
o The respondents are not given any tasks or responsibilities. 
o Both the researcher and the respondents operate in complete 
freedom from mutual influence. 
o Observations are flexible. 
o Are a quiet, non-interruptive method of data gathering. 
o Observations can be administered any time. 
 
3.4.4.4 ADMINISTERING OBSERVATIONS 
 
It is very easy for observation to be mistaken for spying. It is important for 
the researcher to be open and honest about his intentions or plan to 
engage in observations. One of the ethical consideration of research, is  
gaining permission to conduct a research study. I obtained permission 
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from all the respondents to conduct my research study.   I observed to see 
how members of the management behave in the two schools. I took a 
close look at their relationship patterns, with particular interest on 
cooperation between them. 
 
I observed the daily lives and reconstructed their activities in the field 
notes taken on the spot as soon as possible after their occurrence. (Goetz 
and LeCompte, 1984:109). I included in my notes, interpretative 
comments, based on my perceptions (Goetz and LeCompte, 1984:109). 
Some notes were based on the emphathy  I (researcher) developed with 
my respondents (subjective).  
 
My observation sometimes forced me to be characteristic of a person 
who stooped so low to collect stories, anecdotes, myths that I got in the 
daily round of gossip. 
 
As means of determining how the respondents view and behave within 
their world, observation allows me (researcher) to verify that members of 
the management were doing what I (researcher) thought they were 
doing. 
 
3.4.5 SEMI-STRUCTURED INTERVIEWS 
 
3.4.5.1 INTRODUCTION 
 
I pursued my research study through the usage of qualitative techniques. 
Semi-structured interviews were my main data gathering method. I 
employed them to interact directly with the respondents in my research 
study, because I wanted them to use actual words to emphasize their 
fears, concerns, and points of view. I wanted them to participate freely in 
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the process, that I surely planned to provide meaning and understanding 
to my respondents’ social activities.  
 
Burgess (1984:78) cited by Scott and Usher (1999:99) says: 
 
 “The social world is not objective, but involves subjective 
meanings and experiences that are constructed by 
participants in social settings. Accordingly it is the task of the 
social scientist to interpret the meanings and experiences of 
social actors, a task that can only be achieved through 
participation with the individuals involved”.  
 
Semi-structured interviews that I used were: 
 
Pre-set, even though I (researcher) was prepared to follow the trend of 
the response without being shifted from the main course of my research 
study.  
My research questions, were not a rigid and fixed assembling of words, 
that Lankshear and Knobel (2004:199) describe structured interviews to 
be. Goetz and LeCompte (1984) refer to the interview as an orally 
administered questionnaire. 
 
3.4.5.2 RATIONALE FOR USING SEMI-STRUCTURED INTERVIEWS 
 
According to Fontana and Frey (1998:47), interviews are one of the most 
powerful tools a researcher can use to understand individuals. It is their 
subjective nature and their social attachment to the respondents that 
maximises chances of understanding others in their own social context. 
Accounts of individuals’ lives, may be useful devices for determining how 
respondents respond to social settings, events and particular innovations. 
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Interviews permit the researcher to obtain important data that cannot be 
obtained from observation. 
 
According to Lankshear and Knobel (2004: 198) interviews can be used to: 
 
o Generate content about an event from an insiders’ perspective. 
o Access a person’s definitions and understanding of the concepts 
and processes. 
o Tap into beliefs, values and world views. 
o Collect personal or oral narrative. 
o Collect biographies, life stories of teachers, administrators and 
others.  
 
3.4.5.3 ADVANTAGES OF USING SEMI-STRUCTURED INTERVIEWS 
 
Interviews allow the research, researcher and the respondents to reap the 
following advantages: 
 
o They allow the respondents to be natural and responsive. (Goetz 
and LeCompte, 1984:119). 
o Interviews have the flexibility that present the researcher with the 
opportunity to frame and re-frame the questions, so that they can 
be more certain that they are followed by the respondents. 
o People are more easily engaged in an interview than in completing 
a questionnaire. There are few people failing to respond. 
o Interviewing allows the research to pick up on gestures and non-
verbal expressions, and tones of voices.  
o They can examine interests, attitudes, interests, concerns, and 
values more easily than when using observation. 
o Interviewing allows the researcher to learn first hand about the 
social world (Burgess, 1985:2). 
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o The researcher and the respondents develop good relationships. 
o The interests of the interviews become clear. (Taylor and Bogdan, 
1998:90). 
o The respondents reflect on the issues the researcher is interested in. 
 
3.4.5.4 ADMINISTERING SEMI-STRUCTURED INTERVIEWS 
 
I pursued my research in the following way: 
 
o I visited my respondents in their different sites (school, their homes 
and shopping mall). I gave them an option or choice as to where 
they want us to meet. 
o When I met my respondents I had my pre-planned set of interview 
questions. Although my semi-structured interviews were pre-
planned, I did not ask them in a fixed order. I allowed for deviations, 
guided my respondents’ responses. I (interviewer) used questions 
that make sense to the respondents, and elicit data required. They 
are not simply ‘yes’ or ‘no’ questions. I used probing questions. I also 
made sure that my question were: unambiguous, one question 
questions (not double-barrelled), non-leading and culturally 
sensitive and ethnically informed. 
o All the respondents were asked the same questions in the same 
order (Goetz and LeCompte, 1984:119). Order can be changed 
according to how they react. 
o Respondents provided answers and gave accounts of their lives in 
terms of their understanding of the settings in which they were 
located. (Scott and Usher, 1999:108) 
o With each of my respondents, we first greeted each other, had a 
light chat on other issues, such as the whether, shopping, school life 
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etc.,. I always made it too short. I didn’t want to waste my 
respondents’ time.   
o I explained the purpose of my research, instruments I will use, the 
time I was hoping to use and how important it was of the 
respondent to answer the questions as truthful as possible. 
o I assured my respondents  of the confidentiality of my research. 
o To quell fears or suspicions on the usage of a tape recorder, I 
assured them that the instrument was not used as framing tool that 
can be used in prosecuting them one day. I even offered to work 
without it, if necessary.  
o The interviews were only used on the eight school management 
staff members. 
 
I engaged in the actions (Gay and Airasian, 2000:223) recommend as  
guidelines for the interviews: 
 
o Listen more, talk less. Listening is the most important part of 
interviewing. 
o Follow up on what participants say and ask questions when you 
don’t understand.  
o Avoid leading questions. 
o Don’t interrupt. Learn how to wait. 
o Keep participants focused and ask for concrete details. 
o Tolerate silence. It means the participant is thinking. 
o Don’t be judgemental about the participants’ views or beliefs. You 
are there to learn about their perspectives, whether you agree with 
them or not. 
o Don’t debate with the respondents over their responses. You are a 
recorder, not a debater. 
 
 64
Treatise 
3.5 DATA ANALYSIS  
 
3.5.1 INTRODUCTION 
 
In this section, I briefly describe how the process unfolded in working the 
raw data into manageable categories and sub-categories. Bell (1987:103) 
stresses the fact that the researcher must be able to understand the 
methods by which the information or data collected may be analysed 
and presented. 
 
3.5.2 THE PROCESS OF DATA ANALYSIS 
 
I first read through all my notes on observations, group discussions, semi-
structured interviews and questionnaires. I was confronted with a 
challenge of organizing all the data. McMillan and Schumacher 
(1993:479) refers to qualitative data analysis as an inductive process of 
organizing data into categories and identifying patterns among the 
categories.   
 
I identified all the key themes and topics that came out of the data 
collection processes. This is what Coffey and Atkinson (1996:26) refer to as  
‘coding’. I organised the data into categories. I put all the papers 
containing responses from group discussions, observations, questionnaires 
and semi-structured interviews on the table. Some of these papers were a 
transcription of what was contained in the tapes. The actual words, 
expressions and quotes used by the respondents were written in their 
original form. 
 
In categorising the responses and the themes or topics that emerged from 
the raw data, I counted how many people raised a certain issue, and I 
grouped them together. I even ranked my themes or topics according 
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the number of times they were mentioned. I have included the adapted 
graphic (McMillan and Schumacher, 1993:481) shown below, because it 
represents my analysis of data. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
   Understanding 
        Patterns 
    Categories 
 Topics 
    Data 
   Field Work 
  
 
Treatise Fig.5 Illustration of Data Analysis (McMillan and Schumacher, 1993:481) 
 
3.6 DATA INTERPRETATION 
 
3.6.1 INTRODUCTION 
 
Denzin (1998:313) believes that trying to comprehend and make sense of 
what you have learned, is known to be the art of interpretation. He also 
claims that that is done to gain meaning and understanding of the 
gathered data. I have read the data collected and literature based on it, 
thoroughly, so that my interpretation of it could be reliable and valid. 
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Literature review and the data gathering process, in the context of my 
research study, are truly synonymous with the real journey of discovery for 
me. The different themes and topics that emerged, informed my research 
study and presented me with concrete data that provided me with the 
sought after meaning.  
 
The interpretation of data was done according to the topics representing 
the three original research questions, which are : 
 
o The importance of cooperation. 
o Factors blocking cooperation. 
o The improvement of cooperation. 
 
3.6.2 THE IMPORTANCE OF COOPERATION 
 
3.6.2.1 INTRODUCTION 
 
Data collected are bearing a true testimony of how important 
cooperation between members of the management staff is. It is clearly 
through this data and literature review where I gathered the positive 
effects of cooperation. Data from this research study revealed the 
following, as some of the products or end-results of cooperation: 
o Achievement of school goals. 
o Encouragement of participation. 
o Team learning. 
o Encouraging mutual support. 
o Harmony. 
o Professional development. 
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3.6.2.2  ACHIEVEMENT OF SCHOOL GOALS. 
 
My respondents, especially members of the management staff displayed 
and openly espoused the fact that, achievement of school goals is easier 
to accomplish in a team than as individuals. The principal from 
Enkululekweni Primary School made a well known example of the two 
ego-driven donkeys that starved themselves out of their selfish need to 
feed separately. They couldn’t, because the grass was out of reach. They 
only managed to feed after compromising their ego needs, and agreeing 
to walk it together.  
 
One responded said: “When members of the management staff work 
collaboratively in a team, they rarely lose focus of what they are aiming 
at, because they enjoy the advantage of constantly reminding each 
other of their school goals and strive to achieve them”. 
 
3.6.2.3 ENCOURAGEMENT OF PARTICIPATION 
 
There was a general feeling among the respondents that cooperation  
supports and feeds into participation. They believe that cooperation, 
which is at any rate, about doing things together, also means giving 
others an active role in school processes. One respondent went on to say: 
“If activities were not promoted, we wouldn’t talk about cooperation. 
There would be no togetherness”. 
 
She was supported by the other one who maintained that members of 
the management staff, when cooperating with others are engaging, 
involving or participating in a mutually agreed to, activities or events. They 
take an active part in decision-making, about school issues, such as 
projects, responsibilities, planning, etc. 
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3.6.2.4 TEAM LEARNING 
 
A Head of Department said: “Two or more heads are better than one” He 
pointed out that information is safer and ever-available when shared 
between team members. During the group discussion a teacher pointed 
out that those who keep information to themselves are at the risk of sitting 
with the wrong information; and the only way of evaluating and checking 
it is by sharing it with others.   
 
The other respondents argued: “When people decide to work in 
cooperation, they decide to be a team. In that team they learn and gain 
reliable information together”. 
 
3.6.2.5 ENCOURAGING MUTUAL SUPPORT 
 
During the group discussions there was a general consensus about the 
fact that a call for cooperation between all teachers, irregardless of what 
their ranks are, is in fact an encouragement of mutual support. The 
teachers argued that the fraternity of education itself is designed and 
structured in a way that in itself advocates for mutual support and 
teamship. One respondent even stated that, that is a global stand.  
 
A deputy principal said: “Members of the management staff, as role 
models to other teachers and learners should concern themselves with 
the need to model best practices. Our actions, such the offering of mutual 
support to each other should influence our teachers and learners into 
caring and supportive members of schools”. 
 
3.6.2.6 HARMONY 
 
In the various data gathering sessions, one issue that kept on coming up 
time and again, was the maintenance of a warm friendly atmosphere 
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where people are living and working in harmony with each other. Some 
respondents emphasized a need for management to treat each other in 
a respectful, honest and trustworthy manner. He claimed that he made 
this call, because he believes that no unhappy person will be able to 
provide others with happiness. 
 
During the interviews with members of the management staff, a deputy 
principal pointed out that the duties and responsibilities of the 
management staff need to be complimented with the ‘around-the-table 
discussions on specifically ‘who should be doing what?’ to quell 
duplication, which he said is often misquoted for cooperation. He openly 
espoused Senge’s systems thinking. He added that the management 
team should be operating like parts of the same machine that pull 
together without being in conflict with each other. 
 
3.6.2.7 PROFESSIONAL DEVELOPMENT 
 
The respondents had mixed feelings on the question of professional 
development. It was raised by the majority of the respondents that 
cooperation between members of the staff raises the need for the 
complete capacitation of senior management team.  They agreed to the 
roll-out of workshop and training sessions, but were only concerned with 
what they term ‘fast pace roll-out’ that poses serious disregard for their 
other important commitments. 
 
 There were some respondents who stated that professional development 
should be presented to the teachers and members of the management 
in a relaxed form. The Department of Education should adopt the ‘train a 
trainer’ style; and train members of the management to be ‘fine tuned’ 
facilitators and catalysts for developmental change. 
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3.6.3 FACTORS BLOCKING COOPERATION 
 
3.6.3.1 INTRODUCTION 
 
The majority of respondents from the two schools referred to the following 
as factors that are blocking cooperation: 
 
o De-motivation 
o Competition 
o Solitude and isolation 
o Negative attitude 
o Lack of respect 
o  Problems in communication   
o Dramatic changes 
 
3.6.3.2 DE-MOTIVATION 
 
There was a general feeling among the respondents that de-motivated 
members of the management team won’t be able to deliver the 
expected levels of cooperation. Some respondents argued that de-
motivation is quick in stripping people of their confidence. Affected 
members are likely to sub-merge and keep their voices and actions to 
themselves. They will feel threatened and entertain pessimistic thoughts, 
such as ‘What if they reject my contribution? ; What if they think that I am 
nosey? ; What if they think I am not good enough?; Am I good enough, 
any way?   
 
A respondent said: “It doesn’t matter how good you are. Once de-
motivation gets you; you are out. It will weaken and stifle your efforts”. He 
warned that members of the management staff should prioritize 
motivational and confidence boosting exercises in their schools.  
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During the focus-group discussions, the respondents overwhelmingly 
supported the view that motivation and de-motivation regulate and 
control the rate of progress in an organization. 
 
3.6.3.3 COMPETTION 
 
The principal from Enkululekweni Primary School revealed that he has seen 
a lot competition between members of the management in the many 
years that he has been a principal.  He said: “There are always those 
teachers who have a winning mentality, high egos, pride, want to show 
off, a growing need for importance, immatureness and sometimes a low 
self esteem”. He also added that these conditions often result in 
conflicting situations. 
 
One of the respondents pointed out that the competition surfaces as a 
result of a reaction to a particular approach. She said: “if you notice that 
people don’t take you seriously, you are immediately tempted to react in 
a similar way. You will always try to prove that you can do what is done, 
even twice or ten times better.  
 
The respondents unanimously agreed that competition stretches the gap 
between people. If it happens between members of the management, it 
can discourage and even break the chains of cooperation. Their interest 
in bonding and helping each other to pull together will diminish. 
 
3.6.3.4 SOLITUDE AND ISOLATION 
 
“When you isolate a member of the management from the widely 
accepted practices of the working situation, you are closing a crucial 
window of opportunity and the door through which he or she could have 
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channelled all his collaborative efforts”, quipped one Head of 
Department. 
 
 Respondent after respondent spoke against the isolation of any member.  
They argued that members of the management team are there because 
of their efforts, strengths and calling. They need to be given time and 
space adequate enough to allow them to share what they have got. 
 
One respondent claimed: “We all have something bestowed upon us. We 
all have something to offer unto others. We need to share. We need to 
embrace one another. Nobody needs to be isolated”. There was 
unanimity on the rationale that isolation spells a loss of a partner, team 
member, extra hand, another reliever or needed strength. 
 
The respondents also claimed that solitude cannot be anybody’s 
favourite situation, although it can be preferred sometimes.  They pointed 
out that a situation sometimes can compel you to choose that, which you 
don’t necessarily like. They agreed that there are times when somebody 
should prefer to be alone. They say that frees one from all expectations, 
pressures and threats. A respondent acknowledged the fact that, in such 
cases, the organization loses important services.  
 
3.6.3.5 NEGATIVE ATTITUDE 
 
A deputy principal said: “A negative attitude is a force of darkness. It’s 
owner cannot clearly see. All he or she can see in a situation, are the  
impossibilities”.  A respondent pointed out that a negative attitude causes  
tension between members of the management. When confronted by a 
negative attitude, a member of the management tends to reserve his 
actions or confront the situation head-on. Those that decide to reserve 
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their actions experience a certain degree of shut-down, because they 
feel rejected. 
 
A negative attitude manifests itself in a reactive approach, as opposed to 
creativity and innovation. A person with a negative attitude always tends 
to:  
o Be judgemental 
o Complain almost about everything. 
o Compare what others do and always look for faults (not in an 
objective and fair manner). 
o Criticizes other’s actions and always rally support. 
 
In the interviews, a respondent from the management sarcastically said: 
“A negative attitude turns a member of the management to a ‘words 
speak louder than actions’ mode. There is likely to be less or little work 
coming out.   
 
3.6.3.6 LACK OF RESPECT 
 
Members of the management had their conflicts from time to time. Some 
of these conflicts resulted in a lack of respect. A head of department said:  
 
“Although we are all in the management, we are also serving in  
different levels, with the others in supervision of others. This on its  
own, is supposed to motivate respect; and then, there is a saying in 
our culture – ‘Respect the young, in the same manner you respect 
the old’, which only implies that, even as a supervisor or a manager 
you have to respect your subordinates.  The only worrying factor is 
when people start using age. Once you think of yourself as older 
than the person in charge, then you are no longer at work”. 
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Respect is a very sensitive issue, with everyone judging how they are 
perceived, judged, or even treated. A respondent correctly pointed 
out that everyone should be treated with dignity and respect, and 
that, even their disagreements can be dealt with peacefully.  
 
There was a general consensus among the respondents that the lack 
of respect can have a negative bearing on labour peace, and thus 
negatively impact on the member s of the management’s work ethics. 
In the whole scenario teamship and collaboration would be the first 
real casualties. 
 
3.6.3.7 PROBLEMS IN COMMUNICATION 
 
“Communication problems are a mother of al organizational problems” 
said one deputy principal. He supported his statement by saying that 
schools and members of the management in particular are often 
confronted by serious problems, that were not even supposed to be, 
when communication was carefully examined.  
 
The respondents believe that members of the management need to 
communicate in a manner that will be understood by others. They also 
maintain that although it will be time consuming, they should always invite 
feedback to determine how others understand issues under discussion, so 
that corrections can be made immediately. 
 
The respondents acknowledge that we all hear things or messages 
communicated to us differently. That is why members of the management 
should not be carelessly thinking that things that are obvious to them are 
obvious to others. Members of the management should record what they 
say, or what is said to them. This should be done consistently, because 
when it’s done under tension, it creates ill-feelings. A head of department 
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said: “Some members of the management tend to indulge in ‘man-
made-problems’. Unaware, they manifest their own demise, rejection and 
unpopularity”. All this translates to a lack of cooperation. 
 
3.6.4  IMPROVING COOPERATION 
 
3.6.4.1 INTRODUCTION 
 
In pursuit of meaning and understanding into the social conditions 
confronting members of the management staff, especially how 
cooperation between them can be improved, the following topics were 
predominantly promulgated as possible carriers of the solution: 
o Promoting participation. 
o Communication. 
o Positive relationships. 
o Encouragement of a vision. 
o Creating an enabling school culture. 
o Motivation. 
o Team learning and Double-loop learning. 
o Positive Attitude. 
o Support. 
 
The respondents, in all my data gathering situations, came up with moving 
and thoughtful suggestions. 
 
3.6.4.2 PROMOTING PARTICIPATION 
 
The respondents believe that members of the management can 
encourage cooperation between themselves by recognise the need for 
all of them to participate in decision-making processes. They argue that 
their hand in those decision-making processes can allow them to own the 
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school and some if not all its activities. They will derive pleasure and pride 
in the achievements of the school, and initiate its change processes. 
 
Through their involvement in school activities, members of the 
management will feel affirmed, and want to do more for their schools. 
They will work in collaboration with their colleagues.  
 
3.6.4.3 COMMUNICATION. 
 
There was a general feeling among the respondents that, members of the 
management, should develop communication skills that will enable them 
to disseminate information and invite others’ views in a way that will be 
developmental to the entire school.  
 
The principal from Enkululekweni Primary School maintained that dialogue 
should be encouraged. He pointed out that communication should be 
‘two way’ with all their opinions and views being listened to. He also said: 
“Listening is a skill; members of the management should not be mad at 
those who cannot reiterate their statements in the manner they were said 
or uttered. They should rather show preparedness to take them by the 
hand and make sure that they are on par with everyone else”.  There was 
also one respondent who argued that: “If all the schools mastered 
communication, they would not be confronted with the problems they 
are faced with at the moment. There wouldn’t be problems with 
relationships, vision, motivation, or school goals”. 
 
3.6.4.4 POSITIVE RELATIONSHIPS. 
 
A respondent claimed that: “If schools can be handled in a way that 
flourishes with warm and friendly relationships, they can be ‘nice-to-be s”. 
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There was also a general feeling among the respondents that, members 
of the management need to treat each other with respect.  
 
The respondents believe that they need to be receptive towards one 
another. They also maintain that members of the management staff need 
to see each other as pieces of the same puzzle that cannot be complete 
without all of them being joined together. 
 
 The respondents also argued that, people with happy hearts are likely to 
yield good efforts at school. There is a great possibility that they can throw 
themselves in the deep for their schools. 
 
 3.6.4.5 ENCOURAGEMENT OF A VISION. 
 
Respondent after respondent pointed out that members of the 
management, as leaders need to have a vision. They need to have some 
kind of idea as to where they want to take their schools. 
 
A deputy principal warned that members of the management should 
discuss the school vision with the governing body and the staff, as a way 
of rallying support, and the encouragement of its ownership. He added 
that, if this very crucial step is taken for granted, there is great potential for 
the isolation, rejection and even the prosecution of that, which was 
suppose to be the school’s vision.  They argued that the school vision 
needs to be a shared vision. Everybody needs to know the school goals 
(what they want to achieve).  
 
3.6.4.6 CREATING AN ENABLING SCHOOL CULTURE. 
 
The respondents are in favour of school culture that encourages teamship 
and mutualism between all the teachers. According to them a school 
must put the child in the centre. Members of the management staff and 
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all the other teachers must treat a school child like a baby that must be 
fed and brought up in a warm and healthy environment. His needs should 
be what matters most.   
 
All the members of the management should be selfless, and goal-
orientated. The culture of their schools should be such that, even 
themselves create favourable working conditions. They need to pull 
various strategies, as means to enjoy their work. The respondents 
mentioned the following as some of the activities they can embark on to 
ensure happiness, trust, respect, friendliness and honesty: 
 
o Performing rituals (such as, birthdays, teacher awards, bereavement 
prayers, congratulatory functions, etc).     
o Adhering to the teachers’ code. 
o Mutually working on school improvement plans. 
 
A respondent pointed out that, members of the management should 
promulgate a school culture that will lead the school towards the 
attainment of set goals. He maintained that, that school culture should on 
its own compel members of the management to celebrate teamship, and 
be admirers of collaboration. 
 
 
 
3.6.4.7 MOTIVATION. 
 
A respondent said: “A school with a motivated staff is likely to perform 
beyond the call of duty. There’s simply no need to coerce, cajole and 
push them from behind. They are self-starters”.  
Motivation is a very vital ingredient in rejuvenating work ethics. It 
encourages cooperation  between members of the management staff . 
 
 79
Treatise 
3.6.4.8 TEAM LEARNING AND DOUBLE-LOOP LEARNING. 
 
It is vital for members of the management to learn in order to improve 
their schools. They should attend workshops and other training sessions to 
polish their skills, and to produce good results.  
  
In the focus-group discussions, there was a general feeling among the 
respondents that members of the management should hold team 
learning sessions, where they will confront all issues and problems 
pertaining their work. In these sessions they can learn and work on their 
weaknesses.  They can challenge assumptions and provide reasons to 
their actions. It is always good to know why we do the things we do. 
 
3.6.4.9 POSITIVE ATTITUDE. 
 
A principal said: “It is always good to manage teachers with a positive  
attitude. Positive attitude from members of the management filters 
through to other teachers”. He argued that it is dangerous to have 
negative teachers in the management of the school, because they fail on 
their day-to-day duties whilst busy polluting the school atmosphere. 
 
Members of the management staff who harness positive attitude, by so 
doing influence their teachers into focusing on their duties, and 
improvement of school processes. It is easy for teachers from these 
schools to work together as members of the team, and diligently work to 
complement each other. 
 
3.6.4.10 SUPPORT. 
 
One respondent maintained that members of the management, as team 
members, should be available to one another to offer support, advice 
and encouragement when it’s due. They need to carry each other 
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through all the difficult tasks of the profession. They must be the first to 
notice when there are problems, and be there to lend support.  
 
Members of the management should collaborate to remove all obstacles, 
meet all challenges, and solve all problems.  
 
3.7 CONCLUSION 
 
This Empirical Research chapter is the spine of this whole theses. I have 
learnt with excitement, how it feeds into the other chapters, and how 
impossible it was to continue without first finishing it.  
 
It has also been rewarding learning experience to see how topics 
developing from the data gathering process conjugate with the literature 
to provide the much needed meaning and understanding in the  
interpretive tradition. 
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CHAPTER 4  
 
--------------------------------------------------------------------- 
FINDINGS AND RECOMMENDATIONS 
---------------------------------------------------------------------- 
 
4.1 INTRODUCTION 
 
Chapter two (literature review) and chapter three (Empirical research)  
are very key in my discussion of findings and recommendations. When 
merging the two, it became so easy to summarize my findings of this 
research study. In this chapter, I will also refer back to my original research 
questions, as stated in chapter 1. I will also conclude this chapter by 
making a few recommendations of my own.  
 
4.2 THE IMPORTANCE OF COOPERATION 
 
4.2.1 INTRODUCTION 
 
Literature review and empirical study confirm that cooperation is  
important in the development of the following: 
 
o Achievement of school goals. 
o Encouragement of participation. 
o Team learning. 
o Encouraging mutual support. 
o Harmony. 
o Professional development. 
 
4.2.2 ACHIEVEMENT OF SCHOOL GOALS. 
 
There is pleasing consistency between what I gathered from the literature  
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review, and what the respondents said about the achievement of school 
goals. Lambert, et. al. (1995:32), and the respondents in the empirical 
study maintained that members of the management should work towards 
the attainment of school goals. They all believe that they should work 
towards the development of a collective meaning. 
 
I support them in what they say. The achievement of school goals are the 
basis and the main reason for the presence of members of the 
management in both schools. They displayed a lot of maturity in realizing 
that cooperation can be manipulated and maneuvered to achieve 
school goals.  
 
4.2.3 ENCOURAGEMENT OF PARTICIPATION. 
 
There’s clarity on the fact that in both literature review and empirical 
study, there is common belief that the decentralisation of responsibilities 
can lead to the encouragement of participation between members of 
the management teams.  
 
The respondents also claimed that cooperation is in itself an act of 
participation. Nobody can claim to have cooperated with others without 
having been involved in the act of ‘participation’. Participation, as the 
word suggests, means taking part in a process, activity, situation or event. 
It implies being actively involved. It is an example of a ‘hands on’ 
situation. 
 
4.2.4 TEAM LEARNING. 
 
It is often suggested in education that a child learns easily from his peers.  
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Perhaps, this is a never-ending expedition. It goes on into the real world of 
adults, as well. There was a general belief from the respondents that, 
members of the management staff, as members of the team, learn easily 
from each other. They share ideas, compensate for one another’s 
weaknesses and compliment each other’s strengths. 
 
One respondent said: “Members of the management staff have very 
good chances of learning involuntarily from each other. They can learn 
through their formal and informal conversations, meetings, briefings and 
other sessions”.  
 
4.2.5 HARMONY. 
 
The respondents, supported by literature review, advocate schools as 
places where happiness and peace of mind should be reigning.  They 
would like every member of the management staff to be treated with 
love, respect, dignity and trust, in a warm and friendly atmosphere.  
 
4.2.6 PROFESSIONAL DEVELOPMENT 
 
According to the respondents and literature review professional 
development is one of the key elements that develop from collaborative 
situations. In their teams, members learn from one another and develop 
new skills. Moloi (2005:xi) argues that members of the management 
develop competencies that bring meaningful change in their schools. 
 
4.3 FACTORS BLOCKING COOPERATION 
 
4.3.1 INTRODUCTION 
 
It was discovered through the empirical research, from the respondents, 
and in literature review that the following factors stand in the way of 
cooperation: 
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o De-motivation 
o Competition 
o Solitude and isolation 
o Negative attitude 
o Lack of respect 
o Problems in communication  
o Dramatic changes 
  
4.3.2 DE-MOTIVATION 
 
Baume, Martin and Yorke (2002:2) believe that members of the 
management, as a team, should be motivated and enabled to deliver 
the outcomes. The respondents maintained that de-motivation can be 
very detrimental and destructive. When de-motivated, members of the 
management entertain doubts, and lose the strength to carry with good 
work. 
 
4.3.3 COMPETITION 
 
Both the literature review and the respondents believe that competition 
manifests itself in a ‘win and lose’ situation. In a competition-driven 
situation members of the management become selfish and fight it out to 
always stay on top. They hate losing or giving in to others. They pit idea 
against idea. 
 
This situation is very dangerous and cruel. It fuels hatred and discourages 
all forms of collaboration. 
 
4.3.4 SOLITUDE AND ISOLATION 
 
I support McFarlane (2003:47) who says: “If people prefer solitude, that 
would indicate a problem in the system, which can either be withdrawal 
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from threatening, unpleasant or unrewarding personal relationships”. The 
respondents also acknowledged the fact that solitude is not a favourable 
situation to be desired by anybody. 
 
Solitude, like isolation, is a condition or situation that can be located in an 
opposite pole in relation to ‘togetherness’. They are very contrasting, like 
light and darkness. There is simply no way a person in isolation or solitude  
can be associated with cooperation. Solitude simply means being away 
from everyone else, and being on your own. The person preferring solitude 
normally wants nothing to do with partnership or teamship. He is 
individualistic in approach.  
 
4.3.5 NEGATIVE ATTITUDE 
 
There was a general feeling among the respondents, especially those 
serving in the management of the two schools, that negative attitudes 
only serve to distort progress in the schools. Literature review also added 
more strength to this claim, when McFarlane (2000:121) warns against 
defensive reasoning, which he describes as a dangerous condition that 
blocks learning and keep people from acting responsibly and inventing 
solutions to their problems.  
 
4.3.6 LACK OF RESPECT 
 
Lack of respect is one of the things that many people see as very 
negative, and encourage others to shy away from. It is a very unfavorable 
condition that spoils the schools’ atmosphere. Members of the 
management can never work cooperatively and in peace where and 
when respect is lagging.  
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Where there is a lack of respect, people disobey, abuse and upset others. 
There is no way members of the management can work together as a 
united force. 
 
4.3.7 PROBLEMS IN COMMUNICATION 
 
Literature review and the respondents unanimously agree on the negative 
role problems in communication play. Communication can be used to 
further personal and selfish agendas. There are cases where members of 
the management, in a win-lose situation use communication to fight each 
other. An argument or a heated debate (where two or more members 
want to prove others wrong is a typical example of such a scenario.  
 
The respondents agree that in many cases communication causes 
casualties when it was not supposed to. This refers to poor or bad 
communicative practices, such as  when one thinks that what is obvious 
to him is also obvious to others. Frimpong (2003:118) believes that, 
communication blocks cooperation in the schools when: 
 
o What is said is not appealing to others. 
o Communicating at the wrong time, using complex language. 
o Receivers are hearing what they want to hear. 
o The communicator is emotionally upset. 
o Words are meaning different things to different people.  
 
4.4 IMPROVING COOPERATION 
 
4.4.1 INTRODUCTION 
 
Finding a solution to a problem is a vital step in any learning situation. To 
be effective, a person has to be able to solve the problems confronting 
him or her. In a quest to encourage cooperation, I embarked on a serious 
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literature review and a very emotional data gathering process with a 
variety of respondents (Circuit manager, principals, deputy principals, 
heads of department and teachers). From both these processes, the 
following emerged as ways in which cooperation between members of 
the management teams can be encouraged: 
 
o Promoting participation. 
o Communication. 
o Positive relationships. 
o Encouragement of a vision. 
o Creating an enabling school culture. 
o Motivation. 
o Team learning and Double-loop learning. 
o Positive Attitude. 
o Support. 
 
4.4.2 PROMOTING PARTICIPATION 
 
In both processes, I have learnt that participation and the involvement of  
members of the management in school processes, such as decision-
making, policy formulation, planning meeting, etc. encourages and 
promotes competency and confidence in members of the management 
staff. They feel valued, and as a result show willingness to cooperate to 
improve their school. Van der Westhuizen, et. al. (2002:246) maintain that,  
decisions should always be the result of participation in the teams. 
 
The respondents believe that participation, does not only promote the 
sense of belonging, but also generates ownership and pride. Members of 
the management in a participatory situation get boosted and want to do 
more for their schools. 
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4.4.3 COMMUNICATION 
 
Literature review and the respondents maintain that cooperation 
between members of the management staff develop so far as there is 
successful communication.  The respondents advised that members of the 
management staff should be encouraged to develop communicative 
skills that will positively influence the culture of their schools. 
 
There is a general feeling among the respondents that communication is 
a powerful driving force behind the success and productivity of their 
schools. Through communication, members of the management can 
influence the atmosphere of the school, and harmonize the conditions.  
 
4.4.4 POSITIVE RELATIONSHIPS 
 
According the all the sources of data, it is important for members of the 
management to rekindle positive relationships. They should value each 
other, and always believe that each one of them has something to offer. 
They should unite to form a strong force that can tackle school challenges 
and problems. Members of the management are suppose to hold each 
other, and venture into the future as a collaborative unit.  
 
Literature (chapter 2) and the respondents (Chapter 3) have strongly 
emphasized the need for the formation of formidable relationships in 
which respect and trust are held dearest.  There is a strong belief that 
these relationships have a potential for the culmination of collegiality and 
teamship between members of the management staff.  
 
4.4.5 ENCOURAGEMENT OF A VISION 
 
It has become a widely shared view, from both literature review and the 
respondents that members of the management should work hard towards 
the attainment of a vision. The vision creates a clear picture, and opens a 
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direct path that leads to the achievement of school goals. One 
respondent said: “Every member of the management should know 
exactly why they chose to become teachers. They should stick to their 
decisions”.  
 
Another respondent said: “A school vision should be binding to all 
members of the management staff. They should be willing to compromise 
their own interests for those of their schools. The encouragement of 
teamship and collaborative competencies should be seriously valued by 
all members of the management”. 
 
4.4.6 CREATING AN ENABLING SCHOOL CULTURE 
 
All the respondents believe that the maintenance of a positive school 
culture is very vital in energizing and rekindling collaboration between 
members of the management. They also believe that members of the 
management should promote an atmosphere of respect, friendliness, trust 
and warmth. 
They must model cooperation, practise collaborative problem-solving, 
and commit to a ‘can-do’ attitude.  
 
4.4.7 MOTIVATION 
 
The respondents believe that members of the management should be 
motivated to work towards the attainment of school goals. They all 
maintain that it is important to keep all the members of the management 
staff motivated.  
 
Motivation helps in building their confidence and in ensuring that they 
don’t prefer solitude or isolate themselves, but venture out and do all they 
can do to develop their schools. 
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4.4.8 TEAM-LEARNING AND DOUBLE-LOOP LEARNING 
 
According to what I have gathered from both literature review and the 
respondents, schools benefit when members of the management 
collaborate in learning situations. They share the information and help 
each other to gain professional growth. 
 
The respondents believe that members of the management should be 
problem-solvers, who also detect errors in the system. In teams they should 
constantly reflect on their own actions and help each other to learn. 
Members of the management need to question the system in a way that 
promotes learning and also encourages vital changes in the school 
system. They need to attend workshops and share skills. 
 
4.4.9 POSITIVE ATTITUDES 
 
The respondents maintain that positive attitudes open the doors to the 
creation of a warm friendly atmosphere, where people work freely in a 
collaborative environment. One respondent said “It is our attitudes that 
determine whether we accept others, or whether we are accepted by 
them”. 
 
Positive attitudes also determine how we relate to others, and whether we 
are willing to collaborate with them to ensure that our schools sustain a 
positive school culture.  
 
4.4.10 SUPPORT 
 
Members of the management need to support each other and all their 
other teachers.  The respondents even added that the Department of 
Education offers a lot of support to the teachers. This support ranges from 
the ‘wellness programs’, curriculum advices, leadership and management 
skills support programs, etc. 
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The respondents believe that in their schools, members of the 
management need to provide similar kind of support to their teachers. 
Nobody should be left to fend for himself or herself. They should create a 
warm and embracing environment, where people utilize their skills for the 
benefit of their organization.  
 
4.5 CONCLUSIONS 
 
This research study presented me (researcher) and the respondents with a 
rewarding experience of engaging with, critically reviewing and reflecting 
on the social conditions affecting members of the management teams. 
This step-by-step interactive process was particularly focused on gaining 
insight into problems of cooperation between members of the 
management staff and finding solutions for them. In addition to the 
practical nature of my title and the research questions, the need to 
improve the practice attracted a lot of interest from the respondents. 
 
One of the major revelations of this study is that, problems of cooperation 
between members of the management staff of primary schools in 
Wallacedene, emanates from the very same members of the 
management staff. The solutions are equally lying in them. 
 
4.6 RECOMMENDATIONS 
 
 
My practical experience as the principal of a school, my success in 
conducting this research study and arriving at the research findings has 
inspired me to raise the following practical and realistic recommendations 
as means aimed at ‘improving the levels of cooperation between 
members of the management staff of primary schools in Wallacedene’:  
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o Members of the management staff should create more time and 
space for communication. They need to promote a dialogical 
discourse (with no need to win a conversation). 
o In their schools, they should promote a climate of affirmation and 
invitation. Team members should be free and open. 
o Team work should be planned and promoted. They should be 
encouraged and even required to engage in team projects.  
o All the team members should be constantly reminded of school 
goals, even if it means reciting the school vision and mission every 
morning. 
o In their year programs, members of the management should be 
required to reflect on the contribution and the positive impact they 
think they have made in the lives of others. 
o For the purposes of consistency and progress, they can also form a 
review commission aimed specifically at monitoring their 
collaborative competencies.  
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ANNEXURE F 
 
 
 
 
Improving cooperation between members of the management 
staff of primary schools in wallacedene. 
 
                                 SEMI-STRUCTURED INTERVIEWS 
 
                                
QUESTIONS FOR THE MANAGEMENT STAFF 
 
(I will not be strictly pinned or glued to these questions, I will also 
exercise some flexibility). 
 
1. Why is cooperation between members of the management  
    staff important? 
2. What are the factors blocking cooperation? 
3. How do they block cooperation? 
4. How does the blocking of cooperation between members of  
    the management staff affect affect:  
 
o The management staff. 
o Teachers 
o Learners 
o The school  
 
5. What can the management staff improve cooperation  
    between them. 
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ANNEXURE G 
                                          QUESTIONNAIRES 
                               
QUESTIONS FOR THE TEACHERS 
 
1. How would you describe cooperation? …………………………………………………………... 
………………………………………………………………………………………………………………… 
 
2. Is it important for members of the management staff to cooperate? If  
    our answer is yes, please say why? ………………………………………………………………… 
…………………………………………………………………………………………………………………
………………………………………………………………………………………………………………… 
…………………………………………………………………………………………………………………
………………………………………………………………………………………………………………… 
 
3. How does cooperation between members of the management staff  
    Affect … 
 
Teachers? …………………………………………………………………………………………………..  
...………………………………………………………………………………………………………………
…………………………………………………………………………………………………………………  
 
Members of the  management staff?............................................................................................ 
…………………………………………………………………………………………………………………
………………………………………………………………………………………………………………… 
………………………………………………………………………………………………………………… 
 
What blocks cooperation between members of the management staff  
at your school? ……………………………………………………………………………………………. 
…………………………………………………………………………………………………………………
………………………………………………………………………………………………………………… 
………………………………………………………………………………………………………………… 
…………………………………………………………………………………………………………………
………………………………………………………………………………………………………………… 
 
5. How does this affect … 
 
Teachers?.......................................................................................................................................... 
…………………………………………………………………………………………………………………
………………………………………………………………………………………………………………… 
  
Members of the management staff? ………………………………………………………………… 
…………………………………………………………………………………………………………………
…………………………………………………………………………………………………………………
………………………………………………………………………………………………………………… 
 
6. What can members of the management staff do to improve cooperation between  
     them? ..………………………………………………………………......................................;……... 
…………………………………………………………………………………………………………………
…………………………………………………………………………………………………………………
………………………………………………………………………………………………………………… 
…………………………………………………………………………………………………………………
………………………………………………………………………………………………………………… 
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